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ABSTRACT

The objective of this study is to evaluate the present status
of business management,

and to evaluate the possibilities of business

management's achieving professional stature in the future.

The

phenomenon of inexorable change has created the p r o b l e m analyzed
in this study,

e ., the growing separation of management

ownership of business organizations.

from the

The managerial employee came

into existence as an operating counterpart of the actual owners.

The

task of the salaried manager is difficult since he must secure
satisfactory relationships w i t h his subordinates, his associates,
his superiors, his customers,

his competitors,

the government,

and

the general public.
C orporate managers and others interested in the development
of business to a status beyond that of an occupation have urged
that management aspire to,
versely,

and develop into,

a profession.

Con

individual proprietors and entrepreneurs do not appear as

enthusiastic for the p r o f essionalization of management as corporate
managers.
The four traditional professions

(the clergy, medical,

and teaching) ste m from the priestly leisure class.
time for speculation and observation,

legal,

This group had

and thus provided a nucleus

of knowledge for the subsequent professions.

Newer professions have

arisen w h i c h are directed more toward man's material life.

The

m edical profession was chosen as the most w i d e l y recognized of the

xiv

professions.

This study compares and contrasts the physician and

the business manager as professional men.
Rather than attempt to define a profession in a single
narrative paragraph, a set of basic elements were selected to
identify a true profession.

These basic elements are the use of

trained intelligence, an adequate and consistent body of knowledge,
presence of a service motive, clear allegiance to a code of ethics,
and the existence of a strong professional association capable of
controlling its membership.

A by-product of formal training and

strong professional associations has been the growth of governmental
licensing or certification of professional persons.
A synopsis of the emergence of business management is
presented with emphasis on the recency of this occupation.

It was

not until the beginning of the twentieth century that there was a
concerted effort to clarify and codify the fundamentals in the field
of management.

The traditional view of man as a rational, economic

being is being modified by the work of the social scientists.
Empirical data were secured by a mail questionnaire and personal
interview.

The results of this research tended to substantiate the

theme of current literature, especially that written by business
practitioners.

The consensus is that business management is not now

a profession, but is moving toward professional status.
The conclusions of the study are as follows:

the business

manager has no entry criteria, no formal educational requirements
or licensing provisions; therefore, the business manager cannot be
given full recognition as a professional man.

Management may become

a profession only through significant changes in the free enterprise

system.

In fact,

it may not be a practical possibility to force

managers to conform to traditional professional standards.

Further,

it appears that it is the large corporations and the corporate
managers who are primarily interested in the professionalization of
business management.

The owners of small businesses apparently

draw their satisfaction and status from other sources.

INTRODUCTION

The challenge of management has become intense and critical
in recent years.

Rapidly advancing technology, growth of corporate

enterprises, increase and changes in population, growth and shifts of
our labor force, and the expanding scope of government activities
have all contributed to a dynamic business complex.

In a rapidly

changing business environment, merely maintaining the status quo will
produce eventual decline in business management.

Movement toward the

professionalization of management is one means of meeting the challenge
of this rapidly changing environment.
The ideal attributes of the "professional" require inspection.
In a society with an ever-increasing shift from owner to "professional"
management, the professional must bring to his office certain assets
of character which fit him for administration.

Ideally, he should

have adequate formal preparation in his field and an inquiring spirit
that will drive him to search for and apply new knowledge.

A strong

sense of ethics and social responsibility should be evident in his
relationships with employees of the enterprise, with consumers, and
with the community and the nation at large.
A.

STATEMENT OF THE PROBLEM

The phenomenon of change creates the problem to be investigated
in this study.

The key change is the disassociation of the owners with

the enterprise —

absentee ownership, as it is often called.

xvi

Creating

positions as substitutes for the presence of the owners has brought
the managerial employee into being.
far from easy.

The task of this employee is

His responsibilities demand careful observation,

objective analysis,
professional.

and sound judgment -- traits of the true

To the extent that these traits are used, management

is more than an occupation.
The question arises -- how close to professional status is
business management?

Does the free enterprise system in itself

prevent more stringent restrictions on entering the business field
than exist at the present?

These and similar questions produce the

problem of the "professional" status of the business manager in the
United States.
B.

IMPORTANCE OF INVESTIGATION IN THIS AREA

Man y contributors to the literature of business management
have stressed the fact that the most important single factor in the
success or failure of an enterprise is executive talent.

It is also

generally held that this executive talent is developed by training
and experience and is not altogether a gift that is inherent in a
person.
Managerial w o r k more and mor e requires trained manpower.

This

training has become more demanding as the many factors which management
must take into consideration for the survival of the enterprise have
become increasingly complex.

The modern professional manager must

take into consideration not only the owner's interests, but also a wide
variety of other factors.

This trend toward complexity had its

beginning before W o r l d W a r I, increased rapidly with the advent of
W o r l d W a r II,

and has become more apparent since that time.

Changing technology has created complexities which call for
improved managerial practices.

The era of specialization presents

problems of coordination, and tne job of the manager becomes more
complicated and magnified.

As previously stated, ownership today is

not necessarily synonymous with management.

The shift from owner-

management toward "professional" management is also a shift in
qualifications and methods.

However, tne increased use of the hired

manager does not mean that no opportunity exists for tne owner-manager
or entrepreneur to enter business.

The free-enterprise system still

provides opportunity for the man with ideas and initiative, but
entry into business as a proprietor of a successful new venture is
becoming increasingly difficult.
What are some other factors that increase the complexity of
the modern manager's job?

Business has become more complicated due

to increased government control.

Large national unions are an

increasing factor in business complexity.

The job of managing has

also become more complicated because of the increasing awareness of
the importance and unpredictability of the human element.
Considering the above developments in American business, it
becomes important to analyze what is required of the modern manager.
He must be able to plan, organize, select staff, direct, and control
the efforts of others.

He must be able to make decisions and act, and

while he may owe his primary allegiance to the owners of the company,
he cannot overlook his obligations to the workers and to the public.
Management has taken on some of the characteristics of a profession.
But we are left with these questions -- Is management a profession?
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If not, can it become a profession?

Will it become a profession in

the near future?
C.

METHODOLOGY AND LIMITS OF THE STUDY

The major methods of approach used in this study are historical
and descriptive.

The historical approach was used to make discussion

of current concepts and viewpoints more meaningful by providing back
ground material by which to gain a1 more accurate perspective.

The

descriptive approach is the more important of the two since the major
concern in this study is with current concepts and trends.

Therefore,

greater relative stress has been given to describing recent and
current conditions.
This study investigates that literature produced by scholars,
researchers,

and business practitioners dealing with the professional

framework as it applies to business management.
The thoughts of the business practitioner are not often found
in the literature.

Therefore,

questionnaires were sent to selected

company presidents in the United States.

The selection was made

from a list of excellently managed companies

(as defined by the

American Institute of Management) appearing in the appendix of The
Appraisal of Management.^
To compare the management framework against a widely recognized
professional group,

the development and ethical code of the medical

profession was also briefly surveyed.
doctors are not as far apart,

The functions of managers and

in basic philosophy,

as appears at first

glance.

^Jackson Martindell, The Appraisal of Management
Harper & Brothers, 1962), pp. 185-194.

(New York:
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This study, while considering managerial concepts developed
in countries other than the United States, is primarily concerned with
the evolution toward the professional manager in this country.

Thus,

the scope is national rather than international.
Since this study deals with concepts and, in some cases,
opinions, the limits inherent in this area of literature must be
recognized.

Reliable, complete records of early growth of professions

appear to be nonexistent.

The term "profession" has much connotative

meaning for those who use it or read it.

The relatively new occupation

of business management creates limits in itself.

Essentially, this

is because business management has not produced as complete and as
consistent a body of knowledge as is found in other occupations.
foregoing statement does

The

not mean that management literature is not

being produced, for suchis not the case.

The volume

ofwriting

being done in the management field is staggering, and this proliferation
of data provides another limit, that of feasible coverage.

The author

has chosen, therefore, what have appeared to be the most significant
and pertinent ideas from
} D.

the more recent literature.
SOURCES OF INFORMATION

i

Literature published during the period 1957 to 1963 was used
principally as source material for this study.

Earlier published data

was also surveyed, but serve primarily to gain perspective to under
stand the more recent writings.

A large portion of data has come from

articles appearing in various periodicals in the management field.
Additional information has been secured from responses to
mailed questionnaires to presidents of selected U.S. companies.
interview was also held with Dr. Paul Fabry, Managing Director,

An

xxi

2

International House, New Orleans,
ever,

Louisiana.

It is to be noted, how

that the information secured by questionnaire and interview is

considered secondary in value to published literature.

The principle

reason for this evaluation is that questionnaire and interview
response in this conceptual area is non-factual and apt to be
inconsistent over time.

A copy of the questionnaire used appears in

the Appendix.
An interesting observation concerning books written on the topic
of this study was that there wer e numerous books written in the period
1910 to 1933.
this area.

Then, until about 1950 very little was published in

In the mid-1950's and continuing to the present,

the

number of books and articles has increased dramatically.
E.

DEFINITION OF TERMS

The phrase "managerial concept" here is used to mean a frame
w ork capable of expression -- an idea which can be and is discussed
in the business situation.

Thus,

it must have business application

and not be merely an intuitive perception.
The term "business management" is used as an aid in delimiting
the scope of the topic.

It is not intended to mean that management

occurs only in the business situation.
things done through,

and with,

The m a n a g e r ’s task is to get

the help of people.

Therefore,

for

purposes of this study a "manager" is the individual who, within a

^Dr. Paul Fabry worked as an executive for the I. E. duPont
DeNemours & Company for several years prior to his current position.
During his career as a Dupont executive, Dr. Fabry traveled extensively
overseas as a coordinator of management development and public
relations.

formal organization, plans, organizes, staffs, directs, and controls
in the interest of that organization.

Regardless of the level of

the manager in the company hierarchy, he must be concerned with all
five functions.

In every enterprise, whether it is a business,

charitable institution, government agency, hospital, fraternal group,
or any other organization, the success of the undertaking depends
largely on the effectiveness of the manager.

Since it is the manager's

job to get things done through people, it follows that he must be
concerned with the human aspects of managing.

In the present study

the term "manager" will mean business manager since the thesis concerns
the movement of business management toward professional status.
Management, as a discipline, is a branch of the social sciences,
subject to observations, analysis, and theoretical formulation in
much the same way as sociology, psychology, and economics.
also an art

—

But it is

the art of bringing ends and means together, the art

of purposeful action.
resources alone.

Management does not deal with human and material

It also deals with problems of morals, ethics,

and ideals, because ends are determined by values and because means
must be morally acceptable.

The "management," as a noun, is also

used to mean a particular organizational group within our business and
social structure.

As a noun, "management" has very vague meanings,

varying from the top executives to any salaried person exempt from
the Fair Labor Standards Act.
The term "professional employee" is used to designate a formally
trained employee (usually a college graduate) who does not function
as a manager.

For example, a mechanical engineer in a staff group who

has no supervisory responsibility would be considered a "professional
employee,"

xxiii

The definition of "profession" requires some elaboration since
the term has been interpreted rather loosely.

The stating of necessary

criteria for a profession appears to be the most analytical approach.
The author finds the four-fold criteria cited by Henry S. Dennison
clear and succinct.

3

Dennison states that first,

use trained intelligence,

the occupation must

and be an activity that can be successfully

t

undertaken only after practice and study.

Second,

the professional

uses the free and open application of the methods and fruits of science.
This means patient,

impersonal study of problems and the use of a

growing body of knowledge.

Third,

there must be a motive of service

to ma n w hich is greater than service to self or one's family.
fourth factor is allegiance to a code of ethics.
man must have some standard of behavior.
socially worthwhile.

The

Every professional

He considers his work

He makes money; but he would refuse profit that

meant going counter to the fundamental ethics of his profession.
These,

then, are the fundamentals w h i c h define a profession.

The first factor

(above) has come to be interpreted as meaning extensive

formal study and training in educational institutions.
this training,
state

Subsequent to

the applicant must pass an examination given by the

(generally),

and secure a license to practice.

The remaining

factors have remained relatively unchanged in their interpretation.
F.

ORGANIZATION OF THE DISSERTATION

Chapter I discusses the origins of professions using a timedivision to distinguish the older,

traditional professions from

O

Henry C. Metcalf (ed.), Business Management As A Profession
(New York: A. W. Shaw Co., 1927), pp. 24-6.

vocations which have, more recently, become professions.

The .

possibility of business becoming a profession is also discussed
briefly.

The major portion of the material in Chapter I is devoted

to tracing the origin and development of the medical profession since
the physician will be compared to the business manager later in the
study.
The elements of a profession, according to traditional standards
form the basis for Chapter II.

Sanctions and their use to control the

members of a profession are included since they are implied by the
existence of an official, professional association.
A brief history of the emergence of business management as an
occupation provides the data for Chapter III.

A short discussion of

some early pioneers as well as the growth of management theory is
included.
Chapter IV concentrates on presenting currently held concepts
of management.

An optimistic and a pessimistic view are given for a

management profession.

To gain perspective as to the thinking of top

executives in the United States, a survey was made by mailing question
naires to selected company presidents.
Chapter IV.

The results are included in

Since business competition is becoming more and more inter

national, a section is also devoted to the viewpoint of the overseas
manager.
The comparison of the business manager and the physician within
the framework of the elements, or criteria, of a profession provides
the data for Chapter V.

The business manager is put to a severe test

since the physician enjoys unquestioned professional status.

In

concentrating on comparable and contrasting features in the two fields,
problem areas stand out sharply.

Chapter VI, which consists of a summary and conclusions,
synthesizes the literature and discussions presented,
conclusions from the study as a unified whole.

and draws

CHAPTER I

ORIGINS OF PROFESSIONS

"I hold," said Bacon, "every man a debtor to his profession,
from the which as men do of course seek to receive countenance and
profit, so ought they of duty to endeavor themselves, by way of amends,
to be a help and an ornament thereunto."^

The term "profession" to

Bacon indicated certain vocations with peculiar characteristics, and
the term has been used in this sense for centuries.

Even in Bacon’s

day, it appears that the term had become important, showing the interest
that some vocations had aroused.

During the 20th century, there has

been a quickening of interest in professionalization for many vocations,
including business.

The group formed by a recognized profession is

no mere sociological abstraction; it functions to serve humanitarian
and personal needs.
In recent years, the interest of the public in professionalism
has become more direct and immediate since many practical problems
relating to the organization of the professions and the availability
of professional services have had to be faced.

The problems of socialized

medical service and legal aid for the poor have been widely discussed;
relation of church and state reappears in different guises; the place

■^Francis Bacon, Maxims of the Law, Works, Edited by James
Speeding
(Boston: Houghton, Osgood and Company, 1878), p. 319.
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of professional education in colleges and universities has been
examined and given renewed attention.
A profession is one of the necessary activities of society -it

is an activity which is not done purely for private gain.

Application of a proved and systematic body of knowledge is also
characteristic of the professions.

Another implication of a pro

fession is a love of the work which usually includes the satisfaction
of a job well done.

The professional, the artist, the craftsman

have aimed at this satisfaction; perhaps the businessman does, too.

A.

ORIGIN OF THE TRADITIONAL PROFESSIONS

The older professions arose in connection with the politicoreligious situation, because the first needs of primitive communities
were organization against aggression, and explanation of human events.
The chieftain easily became the most important man since he provided
tangible benefits for the community, either by warding off attacks
or

by conducting successful raids.

It was inevitable that a

certain amount of deference should be shown him while living,

and to

his spirit when dead.

It manifested itself chiefly through the

offering of presents.

Gradually the offerings to the spirits of

departed ancestors grew in volume and importance, and it was only
natural that the chieftain himself should be the first to make them.
Eventually, as the offerings and sacrifices became more
numerous, and the ritual correspondingly more complex, a special
class of priests arose whose functions were restricted to this
particular service.

The priests came to enjoy increased leisure,

and devoted m uch more time to speculation and observation.^
arose the nucleus of knowledge and of the professions.

Thus

The most

important of these groups, and those considered as the older pr o 
fessions,
judge,

are those of the priest,

and the teacher.

the physician,

the lawyer and

These four have historically always been

considered as professions,

and have not only received recognition by

the community, but have shaped our higher education through the
disciplines of theology, medicine,
universities.

law, and philosophy in our

They were until relatively recent times, under the

domination of the priesthood,
life of most peoples.

since religion controlled the spiritual

These four professions have constantly insisted

on increasingly better preparation as a condition for admission.
demand was inspired partly by a spirit of true professionalism,
partly by one of guild exclusiveness.

This
and

Whichever it may have been,

its

tendency was to attract in the vast majority of cases a choice group
of young men who had high aims set before them and w ere willing to
live up to them.

B.

A NEWER GROUP OF PROFESSIONS

The old professions attempted to provide things of a permanent
nature, while a newer group provided those of a more temporary
character.

Salvation, health, justice,

for their permanent qualities.
rather than what m a n owns.
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and knowledge are desirable

Further they contribute to what man is

The newer professions,

for example:

Rudolph M. Binder, Business and the Professions
Prent i c e - H a l l , Inc., 1922), p. 65.

finance,

(New York:
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banking, chemistry, accounting and engineering are furnishing
things of a more temporary nature, e.£., better food, clothing,
housing, every kind of convenience.

It is due largely to these

professions that men have been relieved from much of the drudgery of
past ages.
The chief point of contact between the old and the new pro
fessions is knowledge.

The older professions are specializing in

knowledge which tends to build up character; the newer ones tend to
emphasize the objective world.

They meet in the demand for a higher

type of character— the old professions insisting on it for its own
sake, the new ones for the sake of being able to carry on their
activities.

Business in its largest sense is becoming more interested

in a proper quality of human resources because it recognizes more
clearly that the extensive ramifications of large corporations, for
instance, over whole countries and continents, require not only know
ledge, but honesty and reliability on the part of the employees.
It has been intimated that the older professions are concerned
chiefly with the building of character and that they are dealing
primarily with knowledge which makes man what he is.

This means that

the manner of imparting that knowledge is largely a personal method.
When considering the new professions, an entirely different situation
is met.

Most of them are based on science, and science is objective
3

in its very nature.

Once a thing is done, it can be repeated by any

body who has mastered the method, because it is objective in nature,
and independent of personality.

^Ibid., p. 98.

While the characteristic feature in

the performance of the. older professions is uniqueness.

The newer

professions aim at mass-production by repetition.
The impersonal character of the newer professions is easily
recognizable by their uniform attempts to make the product uniform
and conformable to a standard.
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For this purpose the greatest

possible exactness is necessary in the method and the machine.

The

aim of technological studies is to teach ways and means to reach the
goals of uniformity,

exactness,

and standardization.

The more detached

the method becomes from the person who invented it, the more perfect
it becomes from the point of view of the newer professions,

since

the number of those who may use it successfully increases proportionately.

C.

FUNDAMENTAL DIFFERENCES BETWEEN THE GROUPS

One finds a fundamental difference between the professions.
In the arts

(priestly, medical,

from the performer;

etcetera) the method is inseparable

in the newer professions it is as nearly as

possible separated from him.
the newer professions.

However,

this is only one aspect of

The statements made concerning them apply only

to production using machinery

(in the case of manufacture and commerce).

Machines must be manned by men,

and these require the human element

for proper treatment--hence the term "manager."
tribution is considered,
professions,

W h e n product dis

the manager must use the methods of the older

i...e. , general principles applied to spec i a l .c ases.

requires the personal element.

In such cases standardization cannot

approach the degree attainable in machine production.

4

Ibid., p. 99.

This

Nevertheless,
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the newer professions need a vast amount of accurate knowledge.

This

fact gives them a unique place in modern life.
The question arises why such fields as finance, banking,
chemistry, accounting, and engineering should be considered professions.
In response, it may be said that they meet the requirements of expert
special knowledge, and they profess to serve the community.
be noted

It must

that the passing of laws of commerce, especially where inter

statetrade is concerned,

sometimes forces the acceptance of

"service" motive and a "reasonable" profit.
become, or to be considered, a profession.

a

Business is anxious to
The following quotation

is an apt illustration.
A profession is an occupation requiring special
knowledge supplemented by constant search and research
for new knowledge, where in the practitioner regards
the satisfaction of service to humanity as part
compensation for his efforts. That this definition
is appropriate for the so-called three professions of
law, medicine and the ministry needs no demonstration.
But, we become confused when we call engineering,
accounting, or even business a profession.
In fact,
many believe the antonym of profession is business and
that it is contradictory to call business a profession.
By a lofty mind almost any occupation can be exalted to
the dignity of a profession, and on the other hand, even
the traditional professions can be--and in isolated cases
they have been--debased to the plane of self-serving
business.
The test, after all, is the attitude of
the practitioner.
Through ignorance, if not through
avarice, some minds are incapable of assuming the
professional attitude. They do not see the relation
of their work to public welfare and therefore, cannot,
except by accident, bend their efforts to promoting
the general good of humanity.^
However, a large gap still remains between the old and the new
professions in regard to motive and intention.

Court edicts may

^Rudolph M. Binder, Business and the Professions, p. 103.

reduce profits without any change in the businessman's motives.

The

community demands service on the part of the newer professions.

Can

personal motives be changed?

The first part of the answer to this

question lies in the relationship of business and science.

A Greater Dependence on Science
The distinctive mark of the newer professions was found in their
dependence on science.

Modern business refers to all those activities

of the new professions having more than local importance and serving
a large number of individuals.

Therefore, small merchants and

manufacturers are excluded by definition.

Trade and barter may exist

w ith much loss of time and energy, but this is not business in the
current sense of the term.

Modern business uses scientific equipment

and precise data, for example, credit accounts,
time-keeping equipment,
compass,

temperature devices,

sound recording devices,

time-tables,

precision

altitude measures,

electronic computers,

the

etcetera.

In contrast to the practical devices cited above, what have
been the motives of the men engaged in most scientific research?
Briefly,
man.

their motives were the search for truth, and the benefit of

The first of these has been dominant;

indirectly,

but the second was, at least

an incentive to discovery, because the scientists recognized

that even the most abstract principle might eventually be applied in
a form available for human use.
The question may still be asked, why not carry on practical or
industrial research instead of the abstract pursuit of truth, with its
supposed wasth of time?
staffs, numbering,

Most large companies have their own research

in some cases, several hundred employees.

they perform basic research?

W h y can't

It is possible for industrial scientists
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to do it, but they suffer from handicaps.

First, the industrial

research man is impeded by his motive, which is to produce something
of commercial value.

This motive limits his mental vision and the

materials to be used.

Aside from this motive, the project must be

done according to a time table.
limitations.

The man of pure science has no such

He is concerned with the search for truth and the

discovery of principles, wherever and by whatever means he may find
them.

His "scientific imagination," to use Thomas Huxley's apt

phrase, has a wider scope and is not bound by the need to justify
one's monthly salary with some commercial invention.

6

The mere fact that business is making greater use of research
talent is proof of recognition of the value of scientific knowledge
for at least a part of the business operation.

But, it has become

apparent in the practical conduct of business management that there
is a continuing transformation from a mechanical system to a
humanized science.^

Personnel work is one of the managerial tasks

to which the scientific method has been successfully applied.
Scientific personnel work involves the problems of effectively placing
trained people in the kind of jobs they can do best.

In addition,

this work involves the more intricate problem of discovering and training
the particular abilities of the younger people and of giving them
opportunity for self development.

6Ibid. , p. 117.
^Henry C. Metcalf, Business Management As a Profession (New York:
A. W. Shaw Co., 1927), p. 8.
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Business And Its Impact On Society
Society must aim at building character, since ultimately its
most valuable asset will be the type of men and w omen it produces.
Most of the professions work toward this goal.
endeavors which molds character is business.
tended,

in some instances,

been trying to build.
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However,

business has

to counteract what other professions have

The problem appears to stem from the lack

of the service motive in business.
on our national horizon;

Business has always loomed large

its rapid expansion and amazing accomplishments

create pride in our system.
maturity,

One of the principal

But, with increasing mental and moral

business has sometimes failed to meet the expectations of

high purpose.

Confidence in progress and stability can be restored

by. having business adopt a new spirit of service.
Is it possible to make business into a profession?

There are

many cases on record which indicate that the business world is
realizing the possibility of professionalism and is trying to conduct
its affairs in a new spirit.
at least as a motto.

9

Most large firms have accepted service,

There is reason to believe that this is often

just camouflage; but the fact that these men deem it necessary to resort
to such a device is indicative of a change in their attitude.

The

rich m a n of past history gave money to churches for the salvation of
his soul;

the European millionaire gives,

small amount;

if he does at all, only a

the "newly rich" American gives largely from a sense of

social responsibility,

^Binder,

because he recognizes that social conditions

o p . c i t ., p. 308.

^Ibid., p . 317.
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were a great factor in the making of a fortune in this country.^
There appear to be men in business with a thoroughly

'

professional attitude of service; there are others in the professions
who strive to turn their service into a business.
not so much a question of men as of the occupation.

Therefore, it is
The man with a

professional attitude in business must follow practices which are
believed unjust, and the 11businessman" in the professions is restricted
to following the prescribed rules.

Thus, it is the spirit in the

occupation that counts; it is a question of "playing the game" in
each case.
If business may become a profession, will it remedy
commercial inequities which are observed?
society benefit?
first.

the

In other words, how would

There would be few external changes, at least at

One fundamental change would be the key; that is the motive

of service would actually supplant those of exploitation, waste and
extravagance.

Higher wages make an appeal to many men, but not

necessarily to the best.

A plumber or a heavy equipment operator

may earn more than a sales clerk or a school teacher, but he hesitates
to encourage his son to follow his occupational footsteps.

He makes

sacrifices to have the son prepare for a position which may pay less
but have greater social status.
also by social esteem.

Men do not live by bread alone, but

The men who have succeeded, such as the Filene

brothers, in building up a large business without crippling strikes
and other labor troubles were able to supply a cohesive spirit in

IQlbid. , p. 318.

their organization.
their b u s i n e s s .

Their "secret" was the professional attitude in
Employees were treated w ith consideration similar

to that shown to customers and friends.

The professional spirit in

business should also encourage more efficient production, greater
service to the customer,
tactics,

reduction of tension due to "cut-throat"

reduced need for legislative controls,

judgment as to what the public should have
what it wants).

and provide some

(which may not agree with

12

The reaction to codes of business ethics which prescribe
behavior will inevitably be felt in social relations, whether of the
community, of the nation,

or of the society of nations.

Standards of

personal behavior and business practice during war periods were
determined by the single social purpose of patriotism.
a pool of national resources of capital, material,

In drawing from

and labor,

the

conscientious manufacturer should be prompted to use these resources
carefully and in accordance with the best known procedures and practices.
The "citizen-manufacturer" will be inclined to adopt progressive
standardization in his plant and industry.

He will also strive to make

"dollar economics" serve the purposes of ma n more generally and more
generously than they do at present,
getting the most out of life.
business

Thus,

so that every person involved is
the goal of a future profession of

is to be this "fullness of life for all."

11I b i d . , p. 360.
12I b i d ., p. 360-67.
"^Metcalf, o£. c i t ., pp.

10-11.

1^
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D.

THE ORIGIN OF THE MEDICAL PROFESSION

The present section may seem unusual in a study of business
managers and their straining toward a professional status.

However,

the development of medical science and the practice of medicine as
an art has certain striking similarities to the entrepreneur and the
corporate manager.

It must be remembered that the history of medicine

extends to a period before the invention of writing.

Thus, in a

comparative sense, the study of the businessman is in its infancy.
Since this study is directed toward the business manager and
his way of life,' this section will provide only a cursory view of
the development of the development of medicine as a profession.
Medicine as a field of research is based on science, yet the physician's
px-actice is considered an art.

This is directly comparable to the

budding efforts of business researchers to develop scientific tools
for the manager, and still it is agreed by writers such as Tead,
Barnard, and Drucker that the manager exercises his skill as an art.
The development of this section will be chronological, starting with
the prehistoric and ancient eras.

Prehistoric And Ancient Medical History
There are methods of research which allow man a notion of what
happened during the millions of years before the invention of writing.
These are the methods of the prehistorian and the paleontologist which
have been put to use by medical historians who want to know something
about the beginnings of disease and its treatments.

Teeth and

fossilized bones, mummies and prehistoric works of art can be studied.
These methods are, of course, fragmentary.

They reveal, nevertheless,

13

that disease is far older than man,

in fact almost as old as life on

14
earth.

Evidence also tells us that disease forms have remained

essentially the same throughout the millions of years.
Since most of the prehistoric species fell victims to extinction,
it is pertinent to ask whether disease rather than climatic change or
other unknown factors may not have been the cause of their disappearance.
Bone diseases observed and described so far do not warrant such a
conclusion,
types

since they were not fatal.

However,

diseases of other

(affecting the soft tissues) may have had something to do with

the extinction of animal species."^
M a n seems to have been a ready victim of disease ever since
he began to emerge from Simian darkness some 500,000 years ago.
Pithecanthropus,

Dubois'

excavated in Java in 1891, and for decades the oldest

known early human specimen,

shows much morbid bony growth on his femur.

The next oldest group of early men,
in Europe, Africa,

the Neanderthal,

and the Near East,

found everywhere

shows clear evidence of arthritis

and traumatism followed by pus formation.

The very fat females shown

in art around 25,000 B.C. may also have been pathological specimens.

1.6

Direct evidence on the medicine of early man is extremely meager.
There is some evidence provided by the medicine of contemporary savages
or primitives.

It must be considered cautiously since none of these

tribes can show medical practices exactly as they wer e carried out seven

14

Erwin H. Ackerknecht, A Short History of Medi c i n e (New York:
The Ronald Press Company, 1955), p. 3.
^~*I b i d ., p. 5.
16l b i d . , p. 6.
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or eight thousand years ago.

It is true that these primitive societies

have remained fundamentally on a Stone Age level, but this does not
mean they have remained static in all respects.

The key feature of

primitive medicine is that it represents a medical system completely
different from our own, yet it is one which functions satisfactorily.^
A common denominator in primitive medicine is that illness is
caused by a supernatural agency such as an animal spirit, ghost, or
a sorcerer.

Accordingly, not a scientific doctor, but a magician

(the medicine man) is called for help.

These supernatural forces

bring about disease by "shooting foreign matter into the body of the
patient or by introducing spirits into it."
injections shown by many primitives.

This explains the fear of

Supernaturalistic beliefs have

not died out in the less-educated strata of the American people, and
in remote districts of other civilized countries.

18

A supernatural

orientation is the fundamental trait of primitive medicine and is the
main difference between the primitive medical approach and the methods
of modern medicine.
Information concerning the ancient civilizations of Central and
South America is less definitive than that on the ancient civilizations
of Egypt or Babylonia.

Information must be drawn mainly from the

Spanish writers and the Indian pupils.

The Spanish conquerors were full

of praise for the medicine of the conquered Aztecs.

Mexican medicine,

like that of Egypt and Mesopotamia, centered around religion.
was priest as well as political head.

"*"^Ibid. , pp. 10-11.
18Ibid., p. 12.

The king

There were gods of disease and
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of healing.

Astrology was used in the diagnosis of disease,

sorcery was fought with amulets and incantations.

and

More rational

developments followed and more empirical work started to influence
* diseases. 19
names of
The knowledge of and interest in natural history by ancient
Mexicans is most impressive.

The Aztecs knew of twelve hundred

medicinal plants, particularly in the field of narcotics.

Such

knowledge was conducive to the beginnings of classification.

On the

other hand, there is no evidence of advanced knowledge of human anatomy
in ancient Mexico.

Even so, surgery seems to have been better developed

than in most primitive societies.

There is evidence of a great deal

of specialization in Mexican medicine.
practitioners,

In addition to general

there were diviners, surgeons, pharmacists,

specializing in various diseases.

In general,

and physicians

the specialization appears

to have stemmed from a survival of primitive practices rather than from
technical advances.

The Mexican hospitals represented an important

advance in the field of medical care.

20

In summary regarding the prehistoric and ancient medical
histories,

there seems little doubt that these medical systems do not

contain any single trait that is not contained also in the medicine of
primitives.

Complete independence from supernaturalism was not achieved

in any of them.

Nevertheless,

degree of empiricism,

it seems safe to state that the high

scientific systematization,

and practical organi

zation make it reasonable to speak of a new and different kind of medicine.

^9I b i d . , pp. 28-9.
20I b i d . , pp.

29-30.
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The new type refers more to quantitative than to qualitative differences.
The mere fact that medical events were being written down, collected,
and transmitted by priestly organizations made possible a tremendous
increase in the field of experience and a rapid spread of techniques.

Greek Medicine:

The Hippocratic Oath

Greek medicine was greatly influenced by the philosophers.

Yet

its main development was due, not to speculation, but to its practical
efforts in the field of clinical observation.

The name of Hippocrates--

the "father of medicine'1— is a symbol of the first creative period of
Greek medicine, and to some extent his name has come to represent the
beauty, value, and dignity of medicine of all times.

From fifty to

seventy books have been attributed to Hippocrates, and in the third
century B.C. they were collected in Alexandria into the Corpus
Hippocraticum.

It is not known which of these books, if any, were

actually written by the great physician.

Some of the books are text

books, some are monographs, and some are no more than notes; and contra
dictory opinions are often found in them.

Thus, it seems clear that

they are not the work of one man, or even one group.

They seem to have

been written between 480 and 380 B.C., and in spite of their divergen
cies, the majority of them have enough in common to justify speaking
of "the Hippocratic physician" and "Hippocratic medicine" as definite
21

medical types.
High ethical ideals pervade all the Hippocratic writings.

Kind

ness and dignity are emphasized, as well as the more technical virtues

^Ibid. , pp. 49-50.
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of cleanliness and dexterity.
writings,

More than the other parts of these

the ethical precepts show a deep wisdom.

The callous-

sounding injunctions not to treat incurables must be understood in the
light of the times.

Because of the Hippocratic physician's unstable

professional position and inferior social status,
that he avoid the stigma of failure.

it was paramount

22

The earliest attempt to preserve a medical code in writing is
known as the Hippocratic Oath.

s

The oath is quoted below:

I swear by Appollo, the physician, by Aesculapius,
by Hygeia, by Panacea, and all of the Gods and Goddesses,
that according to my ability and judgment, X will keep
this oath and stipulation, to reckon him who teaches me
this art equally clear to me as m y parents; to share my
substance with h i m and relieve his necessities if required;
to look upon his offspring on the same footing as
my own
brothers,
and to teach them this art if they wish
tolearn
it, without fee or stipulation; and that by precept, lecture
and every other mode of instruction, I will impart a
knowledge of this art to my own sons, to those of my
teachers,
and to disciples bound by a stipulation
and oath
according
to the law of medicine, but to no others. I
will follow a system of regimen, which, according to my
ability and judgment, I consider for the benefit of my
patients; and abstain from whatever is deleterious and
mischevious; X will give no deadly medicine to anyone, if
asked, nor suggest any such counsel; and in like manner X
will not give a w oman a pessary to produce an abortion.
W i t h purity and wit h holiness X will pass my life and practice
m y art.
I will not cut persons laboring under the stone, but
will leave this to be done by me n who are practitioners of
this work.
Xnto whatever houses X enter, I will go into them
for the benefit of the sick, and will abstain from every
act of mischief or corruption; and further, from the
seduction of females and males, of freemen and slaves.
W hatever in connection w ith my professional practice, or
not in connection w ith it, I see or hear, I will not divulge
as reckoning that all things should be kept secret.
While
I continue to keep this oath inviolate, may it be granted to
me to enjoy life and the practice of my art, respected by
all men at all times.
But should X trespass and violate this
no
oath, m a y the reverse be my lot. J

^ I b i d ., p. 56.

Press,

^ N a t h a n Smith Davis, History of Medicine
1907), pp. 187-8.

(Chicago: Cleveland
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A careful reading of the oath reveals that the author had four
objectives in view.

First, that every physician should feel a pro

found respect and gratitude for his medical teachers, and be ready at
all times to extend to them the same aid as to his own family.

Second,

that he should teach his own sons and his teachers' sons, if they
desired it, the same art of medicine fully and free of charge, and to
no others except to those who have bound themselves by stipulation
and oath to observe the law of medicine, thus producing a distinct
hereditary tendency in the perpetuation of the profession.

Third,

that the vital goals of all medical practice are to benefit the sick,
to relieve human suffering, and to prolong human life, and not for mere
pecuniary gain.

Fourth, that a life of virtue, temperance and

integrity on the part of the physician is essential both for his own
success and for the safety of his patients; thus indicating that
personal example is more powerful than precept.
These ethical principles and objects were illustrated both in
the writing and the conduct of Hippocrates.

Their influence can be

traced throughout the darkest periods of European history, although
practical application was often blocked by the almost constant wars
and frequent attempts to enforce ecclesiastical authority.

Medieval Medicine
The era between 500 A.D. and 1500 is known as the medieval
period.

The problem that faced the Middle Ages in medicine, as in

so many other fields, was to weld together the pagan traditions of the
invading barbarians with the classical traditions of the defunct Empire
and the Christian religion which the barbarians had adopted from those

they conquered.

Medieval medicine shows elements from all three

sources in varying degrees.
Medieval medicine can be subdivided into two periods.
first,

covering the Dark Ages,

medicine.

The

is usually called the period of monastic

Monks played a predominant role in the practice of medicine

and in the composition of medical texts,
lay doctors

in existence.

though there was,

of course,

The numerous Jews who replaced the Greeks

of antiquity as court physicians in the M i d d l e Ages, were certainly no
churchmen.

After the great plague and barbarian wars, monasteries

were left, mor e than ever,

as the last refuges of learning.

The hands

of time had been turned back a thousand years in the general b reak
d own of civilization.
such practice was

Monastic medicine came to a close in 1130 w h e n

forbidden as being too disruptive for a life of

monastic c o n t e m p l a t i o n . ^
The second division was k n o w n as the period of scholastic
medicine.

Because of the great influence of Arab authors on W e s t e r n

medicine during this period,
Arabistic medicine.

it might also be called the age of

The key remains,

however,

in the fact that the

profession was taught in schools--the newly founded universities.
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The legal regulations of the Mi d d l e Ages covered the field of
professional organization as well as that of public health.
this era,

the present title of "doctor” was created.

went a status in society,

a proper education,

organizations such as the universities,
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Ackerknecht,

^~*I b i d . , pp.

ojd.

66-7.

cit.,

pp.

During

W i t h the title

and valuable professional

professional colleges,

74-6.

and
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guilds.

While the Arab Caliph A1 Muqtadir has promoted medical laws

as early as 931, the first medical legislation in the West was enacted
by King Robert II of Sicily in 1140.

It prescribed state examinations

for those who wanted to practice medicine.

This law was expanded in

1224, when provision was made for a nine-year curriculum, state
examinations and licenses, a fee schedule, regulation of the practice
of druggists, and control of city hygiene.

26

The Renaissance opened up the "modern" period in history.

This

period was marked by growing knowledge, individualism and realism.
From 1400-1600, confusion was evident in recorded evidence.

However,

some major events took place such as the rebirth of the clinic and of
surgery, and application of chemistry to medicine.
structure was extended to function.

Knowledge of

The key discovery of the seven-

teenth century was the discovery of the circulation of blood.
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Medicine In The Eighteenth Century
The outstanding achievements which illustrate eighteenthcentury medicine and science were realized almost entirely in the
second half of that period.

Attempts to systematize medicine around

simple fundamentals continued.
endeavors.

Much effort was wasted on these sterile

But, in spite of preoccupation with systems, the study of

individual diseases and the isolation of new disease entities made
continued progress in the eighteenth century.

Great Britain remained

i

r’
'
^ I b i d ., pp. 84-5.
27Ibid., p. 103-4.
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outstanding in the practical fields in which it has excelled in the
previous century.
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Xn 1761 Giovanni B. Morgagni of Padua published the monumental
book, On The Sites and Causes of D i s e a s e .

In this great work,

the

pathological anatomical trend of the century came to a climax,

Emphasis

on the explanation of disease now shifted from concentration on general
conditions to the study of localized change in organs--and the changes
wer e

connected w i t h clinical symptoms.

the rationale, much later,
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This development provided

for medical specialization.

The most characteristic medical advances of the eighteenth
century are those most directly associated wit h the philosophy of
Enlightenment.

This philosophy,

born in seventeenth-century England,

culminated in the w o r k of la Mettire, Voltaire,

and Rousseau.

and Jefferson represented this philosophy in America.

Franklin

It shifted the

center of interest from preoccupation w ith the fate of the soul in
another world toward improvement of conditions in this world.
encouraged a rational approach to all problems,

combined with the

dissemination of knowledge to the largest possible extent.
aspects of science w ere stressed.
first during this period.

The term "social science" appeared

Conditions in hospitals were

as were conditions of individual hygiene.

^ I b i d . , pp.

118-122.

29I b i d . , pp.

123-4.

30I b i d . , p. 127-9.

The applied

The field now called public health was also

stimulated by this new philosophy.
improved during this era,

It

30
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Medicine In The Nineteenth Century
Medicine had been scientific in intention for a long time.
Only during the nineteenth century did it become largely scientific in
fact.

It was the promotion and application of natural science which

gave the nineteenth century its most notable features.

The develop

ments in medicine were now paralleled in economics by the growth of
industry and capitalism, and in politics by the evolution of democracy
and nationalism.

One of the most significant changes in this period

was the sweeping return to clinical observation, checked and verified
by extensive/intensive studies on the autopsy table.
data was being created.

More consistent

The early nineteenth century might be charac

terized as the period of hospital medicine as distinguished from
library and bedside medicine, and later, laboratory medicine.
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Great advances had been made in the basic sciences— microscopic
anatomy, physiology, pathology, and pharmacy--in the first half of the
nineteenth century.

Future progress in medicine depended on researchers1

ability to apply the discoveries of science to special medical fields.
The fulltime, "pure" scientist became the key man in progress starting
in this era.
ble.

Great increase in knowledge made specialization unavoida-
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Refinement of problems and concentration on localized treatment

led naturally to the start of specialization in medicine.

Specialization

produces problems as well as benefits, as the following subsection points
out.

~^Ibid. , pp. 133-4.
*^ I b i d ., pp. 144-155.
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Specialization In Medicine
The nineteenth century saw the development of the specialism
w h i c h has become so widely seen today in medicine.

It is estimated

that over half of the practicing doctors in the U.S.
ists.

are now special

Specialism today does not follow the old broad divisions--

medicine,

surgery, obstetrics,

and gynecology;

rather,

it indicates

the many independent subdivisions of surgery and medicine w h i c h came
into being during the nineteenth century.

Increase in scientific

knowledge made it possible and even necessary for medical men to
limit their practice to the diseases of certain organs or organ groups.
The invention of new instruments provided a further incentive for the
formation of specialties.

Localistic pathologies also favored the

development of specialties.
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It is generally agreed that the public

reacted favorably to the formation of specialties.
however,

The profession,

represented by the general practitioner and general surgeon,

strongly.opposed the development of specialism.

The traditional

conservatism of the medical profession and the fear of losing patients,

O/
played their part in the widespread feelings against specialization.
A recent charge, born out of specialism, has been leveled at
the medical profession.

Dr. Mi l t o n Helpern, President of the New

York County Medical Society, has said that too many doctors practice
"5 o'clock medicine."

His criticism is that too man y doctors emulate

their friends in business and disappear on the weekends.

He further

says that although a doctor can be found in an emergency, patients like

33rbid., p. 181.
34I b i d . , p.

182.
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to see their own physicians.

Two other points brought out by Dr.

Helpern were that a medical society is not a guild designed to protect
its members, and that it is not in the best interest of the public
for surgical procedures to be handled by the inadequately trained
d o c t o r . O n e of the characteristics which makes it possible for
the m o d e m doctor to adopt some of the practices of business is the
growth of the small and medium-size clinic.

One man can operate the

clinic while the other(s) vacation, are ill themselves, etcetera.
Overspecialization presents some.problems.

Some humorists

have created puns directed at academic researchers and medical special
ists alike.

One widely-quoted pun is, ’’The specialist is a person

who studies to know more and more about less and less, until finally
he knows everything about nothing.”
boding sense of truth in them.

Often such sayings have a fore

The specialist enamoured by his

segment of the profession frequently cannot recognize problems which
lie outside his special field.

Here is where the general practitioner

shines--in seeing more of the whole matter instead of a few isolated
parts.
Specialization also holds physicians out of full-time private
practice for longer periods, thereby aggravating the doctor shortage.
This, in itself, spirals the cost and fees for service higher and
higher.

Then when the specialist graduates, he enters a price system

which has already risen due to the situation his longer education has
helped to create.

35'tpive o'clock Whistle,” Newsweek, 40:98, November 5, 1962.
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From the positive viewpoint,

the specialist brings increased

knowledge--and thus power--to bear on medical problems.

This concen

tration of effort has provided for many recent breakthroughs in
isolating disease causes, vaccine development, prosthetic advances,
etcetera.

The cost is high, but the increased speed in solving the

problem is often more important than cost.
The question of ethics is an integral part of medicine whe n 
ever it is discussed.

Intangible yet vital in every true profession,

the ethical code sets the status level

of the group.

The' Ethical Framework In Medicine
The ethical framework in medicine is greatly misunderstood.
The accepted system of rules laid down

by medical organizations

for

the guidance of its members is what is

generally meant by "ethics.”

Some of these rules are based on the principle that one member of
the organization is to be protected by the other members because he
belongs to that group.
doer.

However,

This may lead to the protection of a w ron g

the Code of Ethics of the American Medical Association

contains rules of conduct to guide the physicians and encourage high
ideals as well as protection of the interests of the patient.
The attitude of the medical profession is that the welfare
of the patient is the first concern of the ethical physician.

Since

this is the prevalent rule, whe n the doctor observes it, he also does
what is best for himself.

The Hippocratic Oath has previously been

quoted, and the articles of the code adopted by the American Medical
Association have been cited.
medical ethics.

These form a substantial background for

The proper physician has always refrained from

patenting his discoveries and from keeping any device secret that might
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be useful in the treatment of disease.

The presenting of research

papers and publication of information concerning observations and
discoveries is a large factor in medical progress.
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The inventor (a doctor) of the obstetric forceps who kept his
invention a secret has always suffered the contempt of his profession.
He would certainly have enjoyed better standing and a more secure
future if his hunger for profits had not warped his judgment.

The

few doctors who have patented their discoveries have suffered the
disfavor of their profession and have generally fared poorly from their
commercial ventures . ^
Physicians, however, have seen their discoveries commercialized
by the manufacturers of drugs and appliances who have often reaped
large profits from the medical profession which gave them for nothing.
To meet this situation in one American university, a foundation has
been created to control the patents of such discoveries as research
workers see fit to give it, and to use the financial proceeds of such
patents for the promotion of scientific research.
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The ethics of medicine are approved by a profession which tries
to adapt itself to an economic system which is inconsistent with such
ethics.

The result is a struggle between two irreconcilable forces,

and the physician lives with ambivalent feelings.

36

But in the confusion,

James Peter Warbasse, The Doctor and the Public (New York:
Harper and Brothers, 1935), pp. 417-18.
^ Ibid., p. 418.
3^Ibid., p. 419.
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the great majority of dedicated doctors adhere to the highest of ethical
39
practices.
Around 1954,
profession,

a rash of controversy broke out within the medical

and outside it, over prepaid insurance plans, advertising,

doctors hired by companies and fee-splitting.

William T. Fitts, M.D.

wrote:
It is our opinion that chief among these factors is
the great 'splintering of medical kn o w l e d g e 1 into
specialties, which has made some type of group practice
inevitable and thus altered the nature of the doctorpatient relationship.
A second factor is the spread of
the insurance principle to medicine, which has intruded
a third party between the doctor and his patient and
has imposed uniform fee scales in a notoriously nonuniform
field.
A third factor is the radical treatment of. serious
disease, which appears, whe n first applied, to verge
dangerously upon human experimentation.^®
The ethical principles of the medical profession of this country
were first codified in written form by the American Medical Association
in 1848.

The AMA code has been revised at various times since that

date,the latest revision being

in 1949.

AMA's influence in medical

affairs probably derives from the fact that it has not been a purely
political, organization, but an outstanding scientific organization as
well.

The appendix of AMA's Principles of Ethics says, "The prime

object of the medical profession is to render service to humanity;
reward or financial gain is a subordinate consideration."4 ‘*'

39Ibid.
4 ®William T. Fitts, Jr. and Barbara Fitts, "Ethical Standards
of The Medical Profession," The Annals of the American Academy of
Political and Social Science, 297:17-18, January, 1955.
4lI bid., p. 19.
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Human nature being what it is, the medical profession will
probably always will include a certain irreducible minimum of
physicians who are more concerned with their own interests than those
of the patient or profession.

For a number of reasons it is getting

easier to cover up mediocre medical care or outright racketeering.
Improvements in anesthesia and pre- and postoperative care have
reduced the risks of operations so much that an unscrupulous surgeon
no longer fears to perform unnecessary ones.

In large cities a

doctor may know very few of his patients personally, and the loss of
i

this relationship removes an important check on professional ethics.

o

Individualism made the United States a great nation from its
"revolutionary" beginning.

Nowhere is this individualism more

visible than in medicine's emphasis on the sanctity of the doctorpatient relationship.
going definite changes.

Yet, the character of this relation is under
The essence of the doctor-patient relationship

is the promise of the doctor to take complete responsibility for a
patient once he has accepted his care, and the freedom of the patient
in the choice of his physician.

Once the doctor's responsibility is

divided between consultants, other specialists, and laboratory
physicians, the strength of the basic relationship is weakened.
ple practice

Multi

(several doctors practicing as a group) is creating a

revolution in medicine because of the fragmentation in responsibility
that goes with it.
sponsibility,

To replace this loss of an intense individual re

it will probably be necessary to develop a greater sense

of collective responsibility of the profession toward society.

42

Ibid., p. 26.
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Medical education has,
rigorous,

for centuries, represented the most

time consuming and penetrating sort of formal training in

existence.

Therefore,

professional,

among all occupations, professional and no n 

it has come to be regarded as a standard for formal

education.

Medical E d u c a t i o n :

A Standard

Educational standards w e r e formed basically during the Middle
Ages w h e n the title of "doctor" was created together wit h the formal
universities and professional colleges.

State examinations were

prescribed for those who wanted to practice medicine.
was expanded in 1224 w h e n the nine-year curriculum,
and licenses,

This provision

state examinations

a fee schedule, regulation of the practice of druggists,

and control of city hygiene were created.
In 1765 the first medical school was opened in the United States.
The only means of training doctors up to this time had been the
preceptorial system under w hich the future doctor was apprenticed to
an older man for four to seven years.

Only a v ery few of these newer

doctors w ere able to augment this training by postgraduate study in
Europe.

It has been estimated that in 1775 there were 3,500 physicians

in this country, of w h i c h only 400 held a university medical degree.
Under the conditions prevailing,
completely bad system.

the preceptorial system was not a

There w e r e man y physicians who were excellent

43
tu t o r s .
The accomplishments of American medicine in the first half of
the nineteenth century unfortunately cannot obscure the fact that the

43

Ackerknecht, o_g. c i t ., pp.

204-5.
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situation as a whole grew progressively worse.

The Civil War con

tributed to the decline, with the dissolution of the fine medical
centers that had developed in the South.

The rapid westward expansion

of the country and the resulting absence of legal regulations lowered
educational standards and gave free rein to commercialism.

The old

preceptorial training was now largely abandoned in favor of short
courses in the proprietary schools that sprang up everywhere.

There

were 400 medical schools in the U.S. in the nineteenth century.
In 1910 there were 148 medical schools, and by 1930 the number was
down to 76 well-qualified institutions.
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New research and new, better medical knowledge could come into
their own in the U.S. only when the problem of regulating medical
education, solved centuries earlier in Europe, could be settled.

This

was accomplished at the start of the twentieth century, primarily
through the efforts of the American Medical Association.

The result

of stricter educational standards was the development of stricter
licensing procedures.

Effective state licensing agencies were set up

in the last decades of the nineteenth century.

After World War I

American students no longer needed to go to Europe for postgraduate
training.

Instead, Europeans tended increasingly to come to the United

States.
In this historical perspective, we have seen the kind of men
that compose the medical profession.

Their training has helped to

give them quality, but that quality has developed slowly.

The scien

tific method has left its indelible mark on every physician who has a

^ I b i d . , pp. 205-9.

practice.

The physician schools himself to carry with him, in the

presence of disease,

the searching spirit of science and the urge to

question nature in search of the truth.
education.
problems,

His calling is a humanizing

At first, w i t h his interest in the scientific side of his
the doctor sees the disease.

Xt takes time for h i m to

associate it more closely w i t h the human being.

Ultimately, he grows

to learn that it is not sickness that needs his skill but sick
i 45
people.
The best doctors now may be more learned in medical science
than the best doctors of two hundred years ago, but not more cultured.
They are probably less cultured for two reasons.

There is so much

currently that has to be learned that their energies are consumed in
the acquisition of knowledge.

Secondly,

the profit motive has so

dominated an acquisitive society that medicine,

catching the same

commercial spirit, has been inclined to show over-interest in monetary
rewards.

W ith the organization of society remaining the w a y it is,

a change in the character of medicine is difficult.
not remain as it is--innovations are taking place;

But society will
therefore the

structure of society and medicine must c h a n g e . ^
A natural economic phenomenon has made it easy, perhaps inevi
table,

for the doctor to realize greater financial rewards once in

private practice.
for physicians.

This is simply the demand situation in this country
Dr. G. A. Silver,

chief of the Division of Social

Medicine, Mohtefiare Hospital in New York, has cited the growing effect

Warbasse, oja. c i t . , pp. 381-2.
^ I b i d . , p. 395.
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of the doctor shortage and its effect on medical standards.

Warnings

of a shortage have been given since 1938, but only recently have
they had any impact.

In the interim, doctors' services have become

a progressively scarcer resource with a higher and higher price tag.
The proportion of doctors in America is still larger than in any
other country.

The U.S. has 132 doctors for each 100,000 persons.

But, while the total ratio has remained constant since 1900, the
ratio of practicing physicians has declined to 90 per 100,000 people.
The present production rate of doctors is about 7,500 per year.

This

is scheduled to rise to 7,900 annually by 1975, but by then the U.S.
will need 11,000 new doctors yearly t£ maintain the present ratio.
One solution for the shortage has been to use graduates of
foreign medical schools as interns and staff doctors in U.S. hospitals.
Their quality of training is largely unknown.

Recently, a compre

hensive medical examination was given to 8,700 foreign medical school
graduates who were working or wanted to work in American hospitals.
Of this number, only 3,700 passed; 2,500 failed completely, and 2,500
made borderline scores.
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This was the first such screening exam

ever given, and serves as an indication of the divergent standards in
America and foreign countries.
The medical licensing procedure in the United States is chaotic
and archaic.

The individual states issue the licenses.

Historically,

specialty training has been open to all comers (via internship and
residency).

But with the number of specialists growing, professional

G . A. Silver, "Doctor Shortage and Medical Standards," The
Nation, 192:232, March 18, 1961.
48Ibid., p. 233.
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pride dictated that standards had to be set.

So, in recent years,

boards have been set up under the auspices of the A M A to qualify
physicians as specialists.

The boards then had to qualify hospitals

as appropriate training places.

For this purpose, A M A and the

American Hospital Association (AHA) developed a licensing procedure
based on a quasi-independent body, the Joint Commission on A c 
creditation.

The standards set are relatively modest.

Most hospitals

think it worthwhile to qualify for these minimum standards to attract
49
interns.
The National Medical Board of Examiners is the key group which
licenses physicians in 43 states.

This board gives a comprehensive

three-part examination which students take at the end of the second
and fourth year of medical school and at the end of internship.

It

is considered a suitable substitute for the state examinations in
these 43 states.

The National Board is attempting to revise and

standardize the licensing requirements.

Standardized requirements

would elevate, and make more consistent,

the quality of medical gradu-

ates eligible to practice.
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In sum, there are many historically established steps a candi
date must take if he is to become a doctor.

The nine-year curriculum—

over 700 years old--produces many steps in itself.

The sheer length

produces a financial hardship that spells defeat for many candidates.
Examinations by the National Board or the particular state serve as
another rigorous screening device.

49Ibid.

Further education, generally leading
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to a specialty with its own Board examination is another hurdle.
Thus, an extremely high standard has been set by the profession of
medicine.

There have been some recent feelings voiced by doctors

and laymen alike against the overly-presumptious mandates assumed by
the American Medical Association.

These, however, do not basically

injure the high individual standards set and maintained by the over
whelming majority of doctors.
Medicine is also an economic activity, in that a service is
purchased and the seller is compensated beyond his cost.

It is

appropriate then to discuss medicine as a business, and this is the
task of the following subsection.

Medicine As A Business
A recent article on medicine and professionalism said that it
appears to the public that many doctors have moved a long way toward
replacing the professional ethic with the "business ethic."
enough, no definition of the "business ethic" was given.

Curiously

The heart

of professionalism is in the relationship of trust between practitioner
and client.

Pecuniary interest erodes that trust.

Professionals

should receive adequate compensation for their services--and society
has, with few exceptions, paid them well--but any semblance

of

commercialism or "the business mentality" must be shunned, for they are
the death potions of professionalism.^'*’
Yet, the doctor must earn enough in his profession to give him
a livelihood.

In the p_ast this livelihood has come from many sources.

Joel B. Montague, Jr., "Medicine and the Concept of Professional
ism," Sociological Inquiry, 33:50, Winter, 1963.
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The early priest doctor was paid in goods,
Greece,

in the age of Pericles,

then later in money.

stipulated fees came into use.

In
The

early doctors of the American colonies were paid largely in commodities.
However,

in the early part of the nineteenth century, docotrs in the

Eastern states charged $1 for a house visit or $1.25 with medicine.
Fifty cents was charged for office visits.
$100 and confinements were $15.
John Hunter,
his students,

Major operations

were
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an eminent physician, used to excuse himself from

and say,

"I must go and earn that damned guinea, I

shall be sure to want it tomorrow.” °

This was his w a y of expressing

regret at the commercial side of medicine.
liberated from business,

If the doctor could be

their livelihood guaranteed,

free to compete

wit h each other through excellence in their art and science, one
see medicine
currently,

in its highest form.

would

But as medicine is practiced

the doctor is also a businessman,

often thinking of business

first as do the majority of his competitors.
Most doctors start their private practice while in debt for
their education.
income

(than

The irony is

Thus,

the doctor cannot get along w i t h a smaller

average for his age group); he should have a higher income.
that the average family cannot easily afford to pay more

for medical service--yet they need more of such service than their
wealthier neighbors.
One of the sad sights in medical practice is the physician who
devotes himself wholly to the economic side of his profession--to

■^James Peter Warbasse,
~^I b i d . , p. 410.

o£. cot., pp. 407-410.
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securing a living.

Medicine as a business must cause men to miss

the great opportunities of their profession.
only pay out of a case, he cheats himself.
full reward for his services.

When the doctor gets
He denies himself the

To have earned only money should not

be enough.
During and after the industrial revolution, profitable business
developed its greatest strength.
made its greatest advances.

During this period, medicine also

Thus capitalism cannot be said to have

inhibited scientific advancement.

There are many evidences that this

dominant economic system has had much to do with the expansion of
medicine.
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.
The doctor has long been in competition with his

colleagues for patients; the point of contention centers, therefore,
on how he competes.

But competition is a shield with two sides.

Competition for excellency and for scientific and constructive technical
achievement in medicine is constructive.

Business competition for

personal economic advantage is not constructive but harmful to the best
interest of the medical profession.
What is the direction of medicine at present?
visible, if any, in this profession?

What trends are

This area is briefly discussed

in the following subsection.

Twentieth Century Trends In Medicine
Twentieth century trend analysis in medicine is very difficult
for two reasons: first, the time-interval is short, and second, the
increased volume of discoveries literally swamps the perspective of

-*^T b i d . , p. 489.
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the investigator.

Time has a wa y of sifting the more mundane away

from the really significant advances,

and this by itself, helps ease

the second problem.
In spite of their alleged indifference toward general principles,
medical scientists have never entirely ceased to search for them.
The sharp lines of separation between.surgery and internal medicine
have fortunately tended to disappear as a result of closer and closer
collaboration and increasing reliance of both skills on a common
basis in the basic sciences.

Medical leaders have been turning more

and more to looking at the "whole" ma n in the treatment of some
specific illness.

That is, a rebirth of the idea that ma n is more

than a mere conglomeration of organs.
One very important trend is an increase in the use of preventive
medicine.

This area was greatly overshadowed in the past by the more

dramatic curative research and surgery of outstanding doctors.

The

long range future effects of not having to fight polio or measles has
yet to be appreciated.

The doctors' powers to prevent and control

disease have grown tremendously.
at present levels;

If scientific progress can be kept

if the social gap can be bridged between medical

knowledge and its availability to the majority of society;

if the world

can survive the catastrophies w h i c h threaten it; then the history of
medicine thus 'far may be a flimsy "prehistory" to future historians and
doctors.

■^Ackerknecht, o£. c i t ., pp. 221-2.

38

Medical History and the Development of Business Management
Records of medical discoveries reflect events occuring centuries
ago, while clear records of the art of management have existed for a
much shorter period.

Medicine is based on science; however, the

practice of medicine is an art.

The same two factors of science and

art are found in the work of the business manager.

The work of the

m o d e m manager is becoming separated from the hunches and intuition of
the previous captains of industry, who operated much like the priestdoctors in primitive medical history.
Efforts were made through medical research to fill in the gaps
in medical knowledge and to make it more consistent with reality.
Business research through the efforts of the behavioral scientists
is striving to do the same job for the managers.

The Middle Ages

witnessed the creation of the term "doctor" and the development of a
professional university training program.

Legislation followed quickly

to require state examinations, licenses, and fee schedules.

Writers

in the business field have stated the necessity of more rigorous,
professional training for potential managers.

The Ford and Carnegie

studies of business schools, to be discussed more in detail later,
pointed out areas of weakness in business schools in 1959.
In the nineteenth and twentieth centuries, medical specialization
developed rapidly.

This specialization was the inevitable result of

the rapidly expanding body of medical knowledge.
has already been seen in the business field.

Some specialization

Staff men supply specialized

knowledge for the manager who functions as the firm's "general prac
titioner."
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Thus,

the discussion of the origin of the physician provides

some rather interesting similarities to the brief history of the
business manager.

The data of this section provide a background

information for Chapter Five w hich compares the physician and business
manager as professionals.

E.

The older,

SUMMARY

traditional professions arose in connection wit h

the political and religious situation because the first needs of
primitive communities were defense against attack and explanation
of human events.

The tribal chieftain easily became the most important

man since he provided tangible benefits for the community,
warding off attacks or by conducting successful raids.

either by

Honor shown

toward a successful chieftain took the form of presents while he
was alive and offerings after he died.
Eventually,

as the offerings and sacrifices became more numerous,

and the ritual more complex,

a special class of priests arose whose

functions were restricted to this particular service.

The nucleus of

the professions is found in this growth of the priesthood.
traditional professions are those of the clergy or priest,
physician,

the lawyer or judge,

and the teacher.

The older,
the

These four professions

have constantly insisted on increasingly better preparation as a
condition for admission.
A newer group of professions are attempting to provide things
of a more temporary nature;
financial data,
professions are:

that is, better food, clothing, housing,

and material conveniences.
chemistry,

Examples of these newer

finance, banking,

accounting,

and engineering.
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It is largely due to this new group of professions that men are
relieved of much of the drudgery of the past.
The chief point of contact between the old and the new pro
fessions is knowledge.

The older professions are specializing in

knowledge which tends to build up character or health, while the
newer ones are tending toward improving the material world.

Both

groups meet in the demand for a higher type of character; the older
professions insisting on it for its own sake, the new ones for the
sake of being able to carry on their activities.

Business owners and

business managers are becoming more interested in the quality of
those who manage and work for modern firms.
Society must aim at building character, since ultimately
its most valuable asset will be the type of men and women it produces.
Most of the professions work toward this goal.
endeavors which molds character is business.

One of the principal
However, representatives

of the business world have at times failed to meet the expectations
of high purpose.

Confidence in progress and stability can be restored

by having business adopt a new spirit of service.

Such service has

been one of the key factors in the success of the traditional pro
fessions such as medicine.
One of the great obstacles to an understanding of modern medicine
is its complexity, its incredible wealth of seemingly unrelated details.
This complexity has led to specialization which, in turn, has further
intensified the complexity.

There appears to be no better way than

the study of medical history to bring some order and coherence into
this mass of details.

As the data are ordered historically, the

fundamental ideas that govern modern medical thinking and action begin

to stand out;

and the observer may apply them to the m o d e m situation.

Medicine is not only a science;

it is also an art.

primarily analytic, while art involves personal skill.

Science is

Medicine is

likely to remain an art, regardless of the simplification afforded by
a scientific label.

Medicine does not deal with impersonal objects

but with human beings.

In order to fulfill his mission,

therefore,

the physician has to be more than a technician and a man of science.
The physician must be a well-rounded human being,

conscious that he

is dealing with other intricate creatures like himself.
The modern physician finds himself in a dilemma;
to practice his art within a materialistic,

that is, trying

competitive economic system.

One of the unfortunate situations in medical practice is the physician
who devotes himself wholly to securing a living for himself.

Whe n the

doctor gets only money from a case, he cheats himself and his patient.
He denies himself and society the full reward for his services.
The elements of a profession deserve more extensive treatment
than that given in the Introduction.

The following chapter will discuss

the elements of a profession by citing the characteristics of the
traditional groups,
and the teacher.

e.g.,

the clergyman,

the physician,

the lawyer,

CHAPTER II

THE ELEMENTS OF A PROFESSION

In the older, traditional professions of clergy, medicine,
law, and teaching, the spirit of service lingered and became a
permanent part of the work.

The spirit of group consciousness which

was fostered meant the establishment of high ethical standards.
The right to engage in these traditional professions is contingent
upon intelligence, and is certified by a qualification acquired by
a long period of training.

In these professions, there is still

found the intrinsic, as distinguished from the economic, interest in
the process and results of the work.
The definition of a profession was given briefly in the intro
duction to this study.

The definition cited four key criteria which

appear to be generally agreed upon by such writers as Henry S.
Dennison, Henry C. Metcalf, A. M. Carr-Saunders, P. A. Wilson, James
Bowies, and others.

The major sections of this chapter will discuss

these key elements or criteria in the following order: the use of
trained intelligence (the dependence on formal education), an adequate
and consistent body of knowledge, motives, service or profit?, and
allegiance to a code of ethics.

In addition two other elements are

important though not so widely agreed upon as the preceding four.
These two are: the association and its functions, and sanctions and
the control of members.
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A.

THE USE OF TRAINED INTELLIGENCE

The Clergyman
The greatest effort reflected by the history of religion and
religious orders was keeping learning alive through the Dark and
Middle Ages.

Superimposed on religious education is a philosophy

of life which differs with the religion under investigation.

History

reveals that those peoples whose primitive philosophy is richest and
most varied,
reasoning.

though crude, have later acquired higher methods of
The people with but few and simple myths, on the other

hand, have remained at a very low stage in civilization,

since they

had little ability for thinking.
The test of all knowledge is workability.
was thought of as a special system of philosophy,

Before pragmatism
it was discovered

as a form of evaluating the claims of those who claimed to have
superior knowledge.

The priest might claim that the gods wanted a

particular thing done.

The only w a y to verify the claim was by some

definite demonstration of pleasure or displeasure on the part of a
diety.

One of the age-old devices was the priests' prediction of an

eclipse.

These occurred with enough frequency to serve as a method

of keeping the people in awe.
study of astronomy,

Thus, priests applied themselves to the

and it is remarkable how far some of the priests

of Egypt and Assyria-Babylonia

advanced in their knowledge of the stars.

1Rudolph M. Binder, Business and The Professions
Prentice-Hall, Inc., 1922), p. 67.
^I b i d . , p. 68.

(New York:
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Many valuable scientific contributions have come from clergy
men, e.g., Malthus1 Theory of Population.

The efforts of monastic

orders in agriculture, preservation of foods and beverages, and
weaving are also widely known.
Generally, the clergy has been held in high esteem because
they, as a group, were the only class to remain educated throughout
all of recorded history.

As education became more available to the

population, the clergy spoke with less authority as guardians of
learning.

However, their professional status has been safeguarded

by the very nature of their work, that is, as spokesmen of God.
Motives have always been important for the ministerial candi
date.

Personal interviews occur frequently during the college

training of a pre-seminary student.

Personal conduct of the pre

seminarian is expected to be exemplary.

Seminary training demands

self-discipline and self-examination as to the reasons for entering
the ministry.

Recently, a year's intership in one or more pastorates

has been widely adopted as additional training for the ministerial
candidate.

Only at the end of this extended educational period is the

candidate ordained a minister in his particular denomination or faith.
Thus, the use of trained intelligence is vital to the clergy
man.

The striving for more knowledge and understanding of the relation

ship of man to man, and of man to God has been the central theme of
the clergy through history.

The Physician
Educational standards for the physician were formed basically
during the Middle Ages when the title of "doctor" was created together
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with formal universities, professional colleges, and guilds.

3

Much later, in 1848, the American Medical Association was
founded.

In this period, the medical profession was barely reputable.

Imposters overran the field.

Anyone with a medical diploma could

hang out his shingle, and these diplomas were available through the
mail.

The purpose of the founding members of the AMA was to purge

the profession,

elevate the standards of medical education, and

salvage the prestige of their calling.

4

The main breakthrough toward

elevating the quality of medical practitioners came with Abraham
Flexner's major report, Medical Education in the United States and
Canada (1910).

The terrible condition of the medical schools had

at last been clearly reported, and credit must go to the AMA for
this effort.^
By 1918, the AMA and its constituent societies had reha
bilitated the profession and stood unchallenged as pre-eminent
authorities in all fields of health.

On the national level, the AMA

extended its authority far beyond the medical schools.

By its in

flexible insistence that patients were entitled to the highest possible
quality of medical care, the AMA stood out as a public benefactor
as well as a model of what could be accomplished by private initiative.

O
Erwin H. Ackerknecht, A Short History of Medicine (New York:
The Ronald Press Company, 1955), p. 85.
^Richard Carter, The Doctor Business
Company, Inc., 1958), p. 77.
^I bid., p. 78
6Ibid., pp. 78-9.

(New York: Doubleday &
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Much has been written on the shortage of doctors in most
countries, including the United States.

The AMA has had a hand in

creating this shortage through control over the volume of graduates
from accredited medical schools.
there are too many doctors.

The AMA does not complain that

Instead, it says that the number of

doctors is almost precisely right, and it warns of grievous damage
to our democratic institutions should Washington be allowed to assist
effectively in the growth of the profession.

This assistance would

be in the form of financial aid to medical schools.
In sum, medical education is controlled, consistent, and
rigorous in content and length.

An accredited medical school education

plus board certification, as well as state licensing, are absolute
prerequisites for the physician.

The Lawyer
The early laws were supposed to be of divine origin and this
same belief persisted through the Greek civilization.

Among the

Romans, however, the situation was entirely different.

The patricians

held all the important offices in the state, and the priesthood was
a regular part of the government.

The great contributions to social

welfare were the jus naturale and the jus genitium, both of which have
had a profound influence on later generations and are, at present, the
foundation stones of many codes of law.^
It was natural that when two men came before the priest-judge,
one could probably state his case better than the other.

^Binder, o£. cit., p. 81

Under these
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circumstances the remedy was to secure a friend to accompany,
state the case for, the handicapped party.
a layman, but he became the first advocate.
with a present,

and

The friend was, of course,
Perhaps he was rewarded

and if he was engaged for a similar purpose by others,

it became a fee.

"It was thus among the Romans.

the Twelve Tables had been diffused,

After knowledge of

and after the secrets of legal

procedure had been disclosed by a secretary of Appius Claudius,
grew up a class of men, the juris consulti,
gave their advice;

and also,

oratorical power, who,

later,

there

learned in the law, who

advocates distinguished by their

as among ourselves, were furnished with

Q
materials and suggestions by lawyers of lower grade."
During the Middle Ages,

the canon law gradually assumed larger

proportions and became, wit h the Roman law, the guide of society.
Since the priest was usually the only one who knew canon'law, he
naturally regained the position he had held in earlier times.
became,

in many cases, judge,

and in others,

advocate.

He

Even after

a papal order had forbidden priests to mingle in secular matters,
practice continued;

the

in the era of Richard X, the chief judiciaries

were clergymen and continued so until the reign of Henry III.

q

Due in part to more strenuous ecclesiastical objection,

and

partly to the greater complexity of the law, but chiefly to the
Reformation, wit h its assumption of full secular power by the princes,
there arose a body of me n who made the study of the law an occupation.
Thus,

the profession of law had its beginning.

^Herbert Spencer, Principles of Sociology
Century Company, 1920), p. 267.
9

Binder, op. c i t ., p. 82.

The first lawyers

(New York: The
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passed their knowledge on to young men selected for their alertness
as office boys and clerks.

Continual association with experienced

lawyers formed the only training for these fledgling lawyers.

Only

in recent times have organized law schools been established for the
profession.

Exacting courses, in the law of all categories and

arduous study in significant cases establishing precedent have marked
the curricula of the law school as it is known today.

The passing of

the bar examination is the final hurdle that the law candidate must
pass before he may practice his profession.

The Teacher
The teaching profession has its roots deeply settled in the
priesthood.

Due to the supremacy of the religious interest in the

past, teaching was chiefly for the purpose of fostering such interest.
As civilization advanced, and many new subjects had to be taught, the
priest-teacher tried at first to keep up with the advance in learning,
and succeeded until comparatively recent times.

In many cases he

tried to maintain his monopoly by getting rid of secular competitors
by force.

Only in recent decades has the priest-teacher been obliged

to yield to secular teachers in most civilized countries and most
advanced institutions of learning.

The trend of most modern education

is more and more in the direction of practical training for life

10
through the civilized world.
The training which the professional teacher must have to be
certified by the state is well-defined.

•^ I b i d ., pp. 86-8.

State Boards of Education
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establish minimum standards of education that have to be met.
in these limits,

the counties

Boards of Education,

(parishes) establish,

With

through their

those qualifications of education and experience

that teachers must have.

These standards are increasing steadily.

Many counties now require public school teachers to secure their
Master's Degree within a given number of years or be released from
their contract.

Junior colleges generally require all their instructors

to have the Master's Degree or higher.

Most four-year colleges and

universities are seeking faculty personnel wit h the doctorate.
Examinations in a series of areas or courses,

and on a series

of levels, mark the progress of the candidate for the teaching profession.
As a public school teacher,
of the National Teachers'

the last hurdle may soon be the passing

Examination.

This examination is now given

on a voluntary basis to teachers entering the profession.

For the

college or university teacher, passing the comprehensive written and
oral examinations as well as the writing of a scholarly thesis mark
the final steps toward entering the profession.

B.

AN ADEQUATE AND CONSISTENT BODY OF KNOWLEDGE

The Clergyman
Sacred writings plus The Bible and Biblical commentaries make
up the core of knowledge for the clergyman.

With the sifting of time,

this body of knowledge has become increasingly uniform.
to the philosophical,

However, due

rather than the scientific, nature of the data,

diverse interpretations have always plagued the ecclesiastical world.
This is evident in the fact that many faiths exist even within the
Judeo-Christian culture now.
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Were it not for the philosophical nature of sacred litera
ture, it would be more consistent.

This area of knowledge has had,

more than any other profession, the advantage of time to restudy
knowledge and organize the literature of sacred thought.

Theology

and the priest preceded, by a short time, medicine and the physician,
and for a period the same person performed both offices.

The Physician
The nineteenth century witnessed the development of the
specialism which has become so widely observed at present in medi
cine.

It is estimated that over half of the practicing doctors in

the United States are specialists.

Increases in scientific knowledge

have made it possible, even necessary, for medical men to limit
their practice to the diseases of certain organs or organ groups.
It appears to be generally agreed that the public reacted favorably
to the formation of specialties.

The medical profession, however,

represented by the general practitioner and the general surgeon,
strongly opposed the development of specialism.'*'^
Medical knowledge--general and specialized--has been organized
and systematized largely through the efforts of the American Medical
Association and the National Medical Board of Examiners.

The result

of stricter educational standards has been the development of more
rigorous licensing procedures.
In sum, the physician, and particularly the specialist, have
well-developed and systematic bodies of knowledge with which to work.

'*''*'Ackerknecht, o£. cit. , p. 182.
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The

AM A acts as a sort of moderator and coordinator of this infor

mation,

through The J o u r n a l .

Various other journals have sprung up

as the various specialties arose.
foundation in Latin;
unchanging language.
familiar language.

Medical terminology has its

thus an advantage is gained in the use of an
New discoveries are described in consistent or
Therefore,

the recording and communication

problems are solved by compartmentalization and standardization of
information.

The development of medical terminology represents the

best use of methods and results of science.

The Lawyer
From the decisions of the early priests came a system of
rules w hich eventually became fixed in the form of laws.

Perhaps

the best illustration of this is the Mosaic legislation, which was
supposed to have come directly from God on Mount Sinai.

It covered

the fundamentals of social legislation in the Decalogue, but was
extended later in the form of the Levitical law to cover and regulate
every aspect of life in great detail.

The priests and Levites alone

knew the law, and had to see that it was enforced.
the same among other peoples,

The situation was

allowing for differences in cultures.

Numerous new laws are added annually to the legal codes.

12

This

is often very confusing since old statutes frequently are left on the
books.

Many of these new laws have been passed to satisfy the ambition

of some legislator or to prove to his constituency that he had not
been idle.

Legislation,

■^Binder,

therefore,

o£. c i t . , p. 80.

frequently becomes a "patch-work”
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system rather than being cut out of "whole cloth."

13

Most practicing

lawyers have, or share, a rather impressive library of legal refer
ence books.

This recorded knowledge is destined to increase even

faster because of the increased complexity of modern living.

This

complexity is creating informal divisions within the legal pro
fession, where some lawyers specialize in civil cases, others in
criminal cases, and still others in real estate purchase and transfer
matters.

The Teacher
The body of knowledge possessed by the teacher varies with the
area in which he is specializing.

The teachers' knowledge depends

greatly on the research done by the men working within the particular
field such as biology, chemistry, geometry, geography, and so on.
The second phase of the knowledge commanded by teachers is the
familiarity with the methods and materials of teaching given subject
matter.

Specific courses exist in Colleges of Education to provide

this expertise in methodology.
Using the General Catalogue of Louisiana State University as
typical of similar institutions, the following objectives of teacher
education are quoted:
. . .Through course work, student organizations, directed
laboratory experiences, and counseling, those students
who have chosen teaching as a career learn to bring
together high purpose, academic scholarship, and teaching
skill and understanding.

^ Ibid., p. 84.
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1.
2.

3.
4.
5.

6.
7.

Some of the major objectives of teacher education are:
To understand children and adults
To understand and appreciate the culture in which we
live and the evolution of that culture in historical
perspective
To formulate a philosophy of education for the type of
society in which we live
To develop sound scholarship and a continuing interest
in fields to be taught
To understand the American public school and the
contribution which it makes to the individual and
society
To develop the art and the science of teaching, combining
sound scholarship and professional skill
To understand the ethics, status, organizations, history,
and ideals of the profession of teaching. ^

Subsequent readings of these objectives reveal that items fourseven form the heart of the teachers' core of knowledge.

The key

knowledge possessed by teachers is how to inspire students to think
and to learn.

Others possess the factual data, but teachers are

professionally responsible for the transmission of facts and concepts
plus the stimulation of thinking.

C.

MOTIVES: SERVICE OR PROFIT?

The Clergyman
The priestly class had, through most of recorded history,

the

advantage of education, and thus wielded power over the remainder of
the population.

It was natural,

therefore, for this priestly group

to guard its advantage from usurpation by other classes.

History is

replete with examples that the very privileges which a class enjoys
tend to foster a clannish spirit of e x c l u s i v e n e s s . ^

^ G e n e r a l Catalogue (1963-1965), Louisiana State University,
Baton Rouge, Louisiana, p. 147.

15

Binder,

0 £.

c i t ., pp.

73-4.
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When the priesthood was firmly established among the ancient
Hebrews, it depended on secular power to enforce its decrees.

In

maintaining the authority of the kings, it was inevitable that men
should lose much of their professional attitude, and should be more
concerned about their privileges than the welfare of the people.
Because of this attitude, prophets arose from time to time.

They

were, with two exceptions, recruited from among the people, and
always denounced the aggression of the royal and priestly power upon
the rights of the people.

In every possible way, the prophets tried
16

to establish moral relations in every sphere of life.
The two exceptions mentioned above were Jeremiah, of royal
descent, and Ezekial, of priestly descent.

Their professional atti

tudes were so strong that they turned their backs on their associates
and fought for the cause of the people.

This has been the spirit of

the professional all through history and in every vocational area.
The clergyman's role was for service rather than the esteem or hatred
of a class.

The ministry has furnished many men of outstanding

integrity even to the point of martyrdom.

The ministry is, as a whole,

still considered a calling for service, and thus deserves the respect
it receives from the community.

17

The Physician
The motive of the physician has already been covered in Ghapter
I.

The Hippocratic Oath has also been quoted in its entirety.

l^Ibid., p. 74,
17Ibid., p. 75.

A review

of this Oath indicates that its author had four objectives in mind.
First,

every physician should have profound respect and gratitude for

his medical teachers.

Second,

the physician should teach his own

sons and his teachers'

sons the art of medicine.

Third, the goals

of all medical practice are to benefit the sick, to relieve human
suffering, and to prolong human life, and not for mere pecuniary
gain.

Fourth, a life of virtue and temperance on the part of the

physician is essential, both for his own success and for the safety
of his patients.
The ideals of medicine are approved by a profession which
tries to adapt itself to an economic system which is inconsistent
with such a philosophy.
irreconcilable forces;
feelings.

However,

The result is a struggle between two
thus,

the physician lives with ambivalent

in the confusion, the great majority of doctors

adhere to the highest of ethical practices.

18

To sum up the doctor's position, his motive, by oath and
general example, is service in the highest sense.

Profit is not

considered a proper motive for the medical man under any circum
stances.

Reciprocal service and service offered without pay are

encouraged officially by the AMA, and unofficially among local groups
of doctors.

The Lawyer
The lawyer,
teacher,

18

as has been the case with the physician and the

sprang from the priestly class.

Therefore,

the lawyer was

James Peter Warbasse, The Doctor and the Public
Harper and Brothers, 1935), p. 419.

(New York:
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accorded respect originally from fear and superstitution as well as
for his knowledge.

As societies became more complex, the laws

governing such societies likewise became more complex.

The lawyer

made a specialty of studying these rules and subsequent modifi
cations,

The general population appeared to be content to allow

lawyers to concentrate on these rules and to counsel laymen.
There has been a general discontent with the costliness of the
lawyer's service through most of history.

Carr-Saunders and Wilson

have stated:
The point which the legal profession fail to appreciate
is that the public would be prepared to sacrifice some of
the 'excellence' of English procedure in return for greater
cheapness, and to this extent they undoubtedly offer a real
obstacle to precedural reform. Public criticism has not
been confined to matters of procedure.
It is felt that the
substantive law is unnecessarily complicated and obscure,
but that again the profession is content to let things go
on as they are. Here again the cleavage follows the same
lines. The public demands simplicity and intelligibility,
even at some sacrifice of 'excellence,' while the pro
fession adopts the role of defender of a system whose long
development is evidence of its perfection.
The quotation above reflects the feeling in England, which has
had a natural carryover to the United States through the traditions
established by the Pilgrims.

The theory of supply and demand does not

function neatly in case of the supply of lawyers and the average fees
charged for their services.
legal profession.

Further, there is keen competition in the

Formerly, lawyers were sought only from families of

high social standing, and the lawyers were motivated by their social
reputation since they did not necessarily depend on their professional

19a . M. Carr-Saunders and P. A. Wilson, The Professions (Oxford:
The Clarendon Press, 1933), p. 53.
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earnings for a living.

Law was,

standards were rather vague.

in many cases,

an avocation, and

It is not strange,

then,

that many men

saw only the financial and political rewards, and were strangers to
the true professional spirit of service.

20

The motives of the lawyer remain clouded by a general misunder
standing of the need for interpreters and writers of law.
of the problem is that the results,
and frequently intangible.

Thus,

A part

in most cases, are not spectacular

the layman is not certain of the value

of the services rendered and is proportionately disturbed by the size
of the fee.

In theory,

it must be said that the lawyer swears before

the bar that he will uphold justice and prosecute and defend without
prejudice so that human rights and freedoms may be preserved.

The Teacher
The ultimate motive of the teacher should be, as Socrates
believed,

to teach others to think.

passing on of facts.

This is a goal beyond the mere

This is work of the most skillful nature,

and

still the desire to teach for the excitement of the work must over
shadow any negative aspects for the professional teacher.

George H.

Palmer, Professor of Philosophy Emeritus at Harvard University said:
I became a teacher because on the whole I liked this
better than anything else.
It suited me, and has suited
me better the longer I have taught.
Sometimes I think I
should hardly care to live if I were not a teacher.
From
the height of m y teaching I look down on other struggling
mortals, busy with their inferior interests, and I do not
think much of them.
Many years ago I wrote that Harvard
College pays me for doing what I would gladly pay it for al
lowing me to do.^-*-

90

Binder, o£. c i t ., p. 84-5.

^ G e o r g e H. Palmer, Trades and Professions
Mifflin Company, 1914), pp. 14-15.

(Boston: Houghton
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Professor Palmer has caught, in a few words, the spirit of
joy in the work which leads to unselfish service.

Other educators

have written similarly, but these particular words from an eminent
educator serve as the symbol of excellent teaching motives.

D.

ALLEGIANCE TO A CODE OF ETHICS

The Clergyman
The struggle for the purity of the professional spirit in the
priestly class is full of delicate situations.

Generally, it may be

said that the vast majority of clergymen have acted according to the
best of their convictions.

These convictions were usually the

expression of the social spirit of the times and the conditions.

For

even though the priest claimed to be inspired by the deity and to
speak in its name, the divine being usually managed to conform to the
22
controlling ideas in a community.

The priest was an important

agent in forming the social spirit of the surrounding community.

It

was also true that he could not foist anything completely foreign
upon society, but other forces besides sacred influence were involved
in the life of the community.
The ethical life of the minister is similar to that of the
physician.

The minister, in confidence, acquires a great deal of

information about the personal lives of his congregation.
access to homes during periods of illness and crisis.

He has

The personal

example set by the clergyman reflects itself in the lives of his
congregation.

99

Children especially seek to emulate the man who is the

Binder, op. cit., p. 73.
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"guardian of their souls."

Thus,

the lives of the clergy should be,

and generally are, exemplary because of their calling.

The Physician
The physician is called upon to be ethical in a world in which
he is surrounded by standards of conduct which are less than ethical.
He is confused and wonders about his ethical duties in an acquisitive
society.

For one class to have ethical standards which are different

from those of other classes is difficult.
ethics and hard to maintain.

Class ethics are isolated

23

Medicine has lived through all stages of human development
and has absorbed its ethics from each.

In feudal times,

the doctors

partook of the qualities of lords or of lackeys and conducted them
selves according to their station in life.
Revolution.

Then came the Industrial

The profit motive grew to dominate economic life.

Competition for profits inspired industry.

Medicine tried to fit

itself into this system, but found it difficult to reconcile the
differences.
Since medical ethics have been discussed in Chapter I, this
subsection may be summed up by stating that the welfare of the patient
is the first concern of the ethical physician.

If the physician keeps

this always before him as a guide, his conduct will result in the
medical profession's operating at a high ethical plane.

^^Warbasse, o£. c it., p. 415-6.
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The Lawyer
The law is the least socialized of the four older professions.
This is due to a number of things.

The physician always has the under

taker ready to bury his mistakes, which happen with decreasing
frequency.

But when the lawyer loses his case, it becomes public

knowledge.

Therefore, he must try to win, since his future career

depends on his present success.

The law of the land requires that

a man is innocent until proven guilty.

This gives a lawyer with an

elastic conscience a chance to take almost any case, since the lawyer
can always plead that he merely wants justice done.

Legal procedure

has become largely a matter of presenting the evidence, rather than
the evidence itself.

This situation causes many cases to degenerate
24

into a battle of wits between the opposing lawyers.
Because of legal complexities and outmoded laws still on the
books, it is possible to find a loophole even for a guilty man.

If

it is the purpose of the law to prove a man guilty rather than to do
justice, only a lawyer with a tender social conscience will fail to
have his client declared legally innocent.
Most of the capable lawyers go into private or corporate
practice; the poorer ones go into the legislative chambers.

The former

will thus be able to circumvent, when necessary, the laws made by the
latter.

25

The legal profession is not to blame for this situation.

As long as a man is esteemed for what he earns, society cannot blame
one man for making a business out of a profession when it honors another

^Binder, o£. cit., pp. 83-4.
^-*Ibid. , p. 85, also pp. 314-16.
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for having become wealthy from shrewd investments.
qualified laymen as legislators becomes evident.
me n prefer making money to public service,

The need for
As long as business

they will have to pay high

fees to have bad laws changed or circumvented.

The ultimate problem

is that the public has the burden of paying for the mistakes of the
businessman and the incompetent lawyer.
The ethics of most competent lawyers are above reproach.
ever,

How

the profession suffers continual damage because of the inept

attorneys who hold public office, and those in private practice who
engage in intimidation,

fee-splitting, and other unethical procedures

with money as the foremost goal.

The Teacher
The teacher,

as do members of the other professions,

benefit the community by the molding of young minds.

seeks to

The ethical

practices of the teacher will be stamped into the minds of those he
teaches.

The teacher can never know the widening influence of his own

life, his ideas, and his dedication to the search for truth and the
freedom it brings.
Professor Palmer stated the belief of the dedicated, ethical
teacher well when he said:
A profession . . . if rightly entered is no obnoxious,
but a glad affair, being the channel through which what is
best in us is provided a natural outgo.
The work itself
is our reward, for each day in it w e gain a little greater
mastery of o u r s e l v e s . ^
Professor Palmer's thoughts imply the ideas of self-discipline
as well as scholarly discipline.

26

Thus,

George H. Palmer, o£. c i t ., pp.

the ethical teacher seeks to

17-18.
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know himself as he strives to master the subject to be taught.

The

teacher's philosophy of life and human value will affect his work
and through it, affect the lives of his students.

Academic freedom

does not give the teacher permission to be unethical; rather, this
freedom makes being ethical more vital than ever.
The National Education Association of the United States has
adopted a code of ethics for the teaching profession.

This association,

like other professional groups, believes that the honor and status of
their profession depends upon the ethical behavior of the members.
A brief excerpt of the NEA code follows:
Article
Section

III
- Relationsto
the.Profession
1 Each member of
the teaching profession
should dignify his calling on all occasions
and should uphold the importance of his
services to society. On the other hand, he
should not indulge in personal exploitation.

Section 2 - A teacher should encourage able and sincere
individuals to enter the teaching profession
and discourage those who plan to usel this
profession merely as a stepping-stone to
some other vocation.

E.

THE ASSOCIATION AND ITS FUNCTIONS

Just as a number of families in a primitive society do not form
a State, so a number of men, though they perform similar functions, do
not make a profession if they remain in isolation.

A profession can

exist only when there are bonds between the practitioners, and these
bonds must take the shape of a formal association.

o7
G. R. Terry, Principles of Management (Homewood, Illinois:
Richard D, Irwin, Inc., 1953), p. 66, citing NEA Handbook (Washington,
D. C . : National Education Association of the United States, August,
1949), pp. 398^99.
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A powerful impulse toward association manifested itself in the
Middle Ages.
with ease.

Those who practiced the same craft usually came together
The lawyers and surgeons formed their own associations,

but other older vocations did not act so quickly.
fession evolves within an existing profession,
in medicine,

W h e n a new p r o 

as dentistry did w i t h 

the members of the new craft usually remain for a time

under the protection of their former group.
of the new profession is generally delayed.
The pursuit of ethical action,

Therefore,

the segregation

28

status, protection of the

interests of members and other goals by professional associations
usually leads to further activities.

The association's interest in

education implies that certain features of the educational system
are a matter of concern to them.
into public activities.

They proceed along various paths

Since associations are repositories of

special knowledge and experience,

they are approached by public and

private groups for help and advice.

The association also speaks for

or against legislation and other matters which affect its special
29
sphere of interest.
A professional association is a group with one objective above
all others.

The members do not get together merely for the pleasure

of meeting others in the same occupation.

They have joined an

organization in order to better perform their function.
they meet to establish standards,

In short,

to keep members up to the standards,

to educate the public regarding the aims and the services of the

28

Carr-Saunders and Wilson, o£. c i t ., p. 298.

^ I b i d . , p. 303.
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profession, and to protect the public from those who violate the
established standards of practice.

The members of the professional

group through the functions of their association, advance their own
cause.
The professional associations for the older professions
all tend to meet the functions described above.

The official

association for each of the four professions under discussion will
be discussed briefly.

The Clergyman
In more recent time, due to diverse philosophies and interpre
tation of sacred literature, associations are not national in
coverage with power over all members of the ministry.

Each faith

and denomination has its own association which acts in all matters
pertaining to that faith.
In the Roman Catholic Church, the Council is the assembly
which convenes to make decisions on ecclesiastical doctrine and on
matters affecting the interests of the church.

In former times

"council" was used synomymously with "synod," but the latter word is
now used for a more restricted division of church hierarchy.

30

In the Protestant Church, bodies equivalent in authority
to the ecumenical councils of the Roman Catholic Church include the
general assemblies of the Presbyterian denomination, as well as the
general conventions of the Protestant Episcopal Church.

on

The term

Joseph L. Morse, Editor, Funk & Wagnalls.Standard Reference
Encyclopedia, Vol. 7 (New York: Standard Reference Works Publishing
Company, Inc., 1962), p. 2,453.
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"Council" is also used by Protestant denominations to denote
assemblies convened to dispose of doctrinal and administrative matters,
but these groups do not have the authority of councils of the Roman
Catholic Church;
for example,

in the Baptist and Congregational denominations,

the national councils are advisory assemblies.

Lutheran Church,

31

In the

the National Lutheran Council acts also in an

advisory capacity.
In many Protestant denominations such as Baptist, Congregational,
and Lutheran,

the associations which function to control members is

further down in the church hierarchy.
for example, has districts

The American Lutheran Church,

(on a geographical basis),

president and administrative staff.

each with a

Each president is a distinguished

clergyman and is held responsible for the growth of his district and
the conduct of his particular group of pastors.

Ecclesiastical

associations also serve to coordinate the supply of, and demand for
ministers.

In short,

they act to try to balance the attrition of

pastors within districts, synods, or larger divisions.

The Physician
For the physician, the professional association is well-defined,
powerful,

and has been in existence for over 100 years.

to this association (the AMA),

Even prior

a well-defined philosophy was created

by the Hippocratic Oath in the third century B.C.

32

The American Medical Association was formed in the United States
l
in 1848.
As various medical specialties were formed, subgroups within

31I b i d .
OO

Erwin H. Ackerknecht, o£. cit., pp. 49-50.
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the AMA have arisen.

This has meant that examining boards have also

been set up for these specialties under the auspices of the AMA.
Subsequently, hospitals were qualified as appropriate training
places.

For this purpose the AMA and the American Hospital Association

(AHA) developed a licensing procedure based on a quasi-independent
33
body, the Joint Commission on Accreditation.
In sum, the American Medical Association is the professional
association for doctors in the United States,

It is powerful,

research-conscious, and well aware of its ability to control its
membership.

Further, it acts as a coordinator, refiner, and distribu

tor of medical information through The Journal, and other journals for
the specialties.

The Lawyer
In the United States, the American Bar Association is the
national organization for attorneys.

Smaller divisions exist for

circuits, counties, and states, e.g., the Louisiana Bar Association.
The notoriety given to a corrupt lawyer is practically non-existent.
The lawyer works in the realm of crime, ethical action, and human
error constantly.

It is not surprising that some lawyers accrue bad

reputations when their profession requires them to deal with those who
transgress the law.

However, it is the type of work that is being

questioned rather than the principles of the lawyer involved.
It is apparent from the legal knowledge possessed by those in
the legal field, that the case for disbarring a lawyer must be airtight

33

G. A. Silver, "Doctor Shortage and Medical Standards," The
Nation, 192:233, March 18, 1961.
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for any member of the bar to even place it on the docket.

Thus,

the

Bar Associations are faced with a dilemma of proof and considerable
soul-searching whe n considering disbarring a member.

The Teacher
For decades,

status has been a key topic of conversation among

members of the teaching profession.

Many teachers are uncertain as

to whether teaching is actually a profession— again centered on the
issue of status.

Carr-Saunders makes the point:

References to status continue to be found among the
objects of associations of later date.
One of the objects
of the National Union of Teachers is ’to raise the status
of the teaching p rofession.' In time, the emphasis changes
from respectability and status to protection of interests.
It became obvious that a relatively high level of
remuneration implies a public recognition of status, and
that the most certain wa y of securing the latter is to
press for the f o r m e r . ^
The national professional association for teachers, particularly
those in primary and secondary education,
Association (NEA).

This Association,

is the National Education

though national in scope, does

not include all of the teachers of the public school system.
is not mandatory.

Membership

In fact, some teachers view the positions taken and

statements made by the N E A as being against the best interests of the
teacher.

Academic freedom, w h i c h is to be desired greatly, works

against the cohesive and consistent organization needed by the N E A to
make it a forceful association.

Subgroups exist within the N E A much

the same as are found within the AMA.
matter,

The groups center around subject

e.g., English, history, mathematics,

Carr-Saunders and Wilson, op.

and so forth.

c i t ., pp. 302-3.
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College and university instructors have another association
which acts more as a scholastic society than a bargaining body.

This

society is known as The National Association of University Professors.
Status is not as much an issue at the college and university level,
since the forces of supply and demand have increased the financial
situation of the college teacher.

35

Other associations also exist for

teachers in certain fields, and this is particularly true of

uni

versity teachers belonging to such regional groups.

Associations: A Synopsis
Evolution generally does not proceed smoothly.

This was also

the case with the development of professional associations.

The

creation of the legal and medical professions was anything but smooth.
In both of these cases, struggles were plentiful between general
practitioners and specialists.
and keep the other subservient.

Each fought to retain their identity
By slow degrees the true place of

specialists and those in general practice has become better understood.
The four professions cited have constantly insisted on
creasingly better preparation as a condition for admission.

in
The

associations have been instrumental in this insistance, motivated
partially by the desire for exclusiveness.

Regardless of the motive,

the tendency was for the professions to attract a quality of young men
who recognized the high aims of the professions and were willing to
try to live up to them.

35

Career Opportunities (New York: New York Life Insurance
Company, September, 1962), p. 361.
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F.

SANCTIONS AND THE CONTROL OF MEMBERS

The nature of the profession and the power embodied in the
profession's formal association dictates what sanctions are possible
and enforceable.

Sanctions are simply the methods by which the members

are controlled once in the organization.

Meeting minimum professional

standards would also come under this concept.
The question of enforcement introduces a shift in thinking
from ethical custom to law.

A small, compact association is in a

position to enforce discipline, but under these conditions discipline
should seldom be necessary.

In the large,

loosely organized

as

sociations such as NEA, there can hardly be discipline in a strict
sense.

In this case, it would be more necessary to depend on edu

cation, inspiration, and on the force of public opinion.
In former times, the punishment for a professional error was
quite dramatic.

A quotation illustrating th^ penalty for a surgical

error will suffice.
If a physician makes a deep wound with an operating
knife of bronze and the patient dies, or if he opens
a tumor with such a knife and the patient's eye is
thereby destroyed, the operator shall be punished by
having his hands cut off.36
In present times, the sanctions applied have become more
legalistic and much less dramatic.

The effect, however, is much the

same; that is, the practitioner is no longer legally able to practice.
The minister is defrocked,

the physician has his license removed,

the

lawyer is disbarred, and the teacher loses his certificate and membership

^^Henry C. Metcalf, Business Management As A Profession (New
York: A. W. Shaw Company, 1927), p. 29.
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in all learned societies.

In summary, the ultimate penalty is the

loss of making a living in the profession for which one has been
trained.

G.

SUMMARY

The topical framework for this chapter has embodied the basic
elements necessary to a profession.

They are: the use of trained

intelligence, or education, an adequate and consistent body of
knowledge, a service motive rather than profit, allegiance to a code
of ethics, and the existence of a formal association which has control
over its members.

Each of these fundamentals will be briefly

summarized without reference to a specific profession.

The Use of Trained Intelligence
The profession must be an activity that can be successfully
undertaken only after practice and study.

The activity must give

evidence of sufficient preparation and skill to differentiate it from
amateur activities.

Thus, no man has a right to engage in a profession

unless he is more capable than the people who patronize him.
Education, therefore, is vital for the professional person.
This education should include a general education as a prerequisite to
the prescribed technical education.

Another factor in professional

training is the period of apprenticeship before one is judged ready for
independent practice.

An Adequate And Consistent Body of Knowledge
The free and open application of the methods and results of
science will produce, in time, a useful body of knowledge.

For
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professional application this knowledge must be both adequate to solve
the problem, and consistent enough to be taught and duplicated by
others.

Patient,

impersonal study of problems is at the heart of the

issue.
The ability to record and the method of recording the knowledge
in a useful form is another key issue of this fundamental.

Civili

zation has been built on past knowledge, making it possible to avoid
a stumbling progress by trial and error.

In modern times, vast

improvements have been made in the mechanics of and facilities of
recording data.

Slower progress is found, however,

in man's ability

to express his ideas on paper.
Finally,

a clear demarcation of professional functions to be

performed Is more important than a mere limitation on their number.
Every man owes it to his profession to indicate clearly what his
business is; otherwise he has no right to the benefits accruing to
the members of that profession.

A Motive of Service
The motive of service to mankind most be greater than the
motive of rewards for self.

The temptation to prefer individual

economic gain to the welfare of others and the profession itself
tempts all men alike.

Unless such a practitioner can regard his

client's business as a sacred trust, he cannot call himself a pro
fessional man.

Awareness of professional dignity should encourage

the very best men to enter the professional occupations.

As Professor

H. A. Overstreet has stated so well:
Professional men, of course, do make money; but
the chief or basic idea of a profession is that
money-making must be secondary to something else.
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Apparently that which the professional man is engaged
in doing is something of social value.
That is what
he is really there for; it is that of which he is proud.

Allegiance To A Code Of Ethics
It becomes a matter of sturdy morality, personal decency,
plus public policy and professional control to establish certain
standards of conduct, to express them frankly, and to coerce all
members of the professional group into compliance with them.
professional man considers his work socially worthwhile.

The

Measures

other than income must have a part in his final self-evaluation;
some estimate of service to his fellowman and of contribution to the
fund of human knowledge must exist.
Any person who brings other members of his profession into
disrepute should be subjected to professional discipline.

Part of

the professional obligation is the courage to purge the organization
by eliminating unfit members.

The Existence Of A Professional Association
The formal association is a necessity for the professional man.
Through it information may be gathered and disseminated, education of
the public conducted, and members controlled by formal standards.

The

professional man should realize that he can exert his powers within
his group (association) similar to the gearing of a machine.

He

also depends on the association to safeguard the dignity and the
interest of his profession.

- ^ H e n r y c . Metcalf, (ecL), Scientific Foundations of Business
Administration (Baltimore: The Williams & Wilkins Company, 1926), p. 25.
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Associations also perform a lobbying function,

and this has

been true from the days of the guilds and scientific societies.

As

governmental bodies grew and centralized control became more prevalent,
the need to present the case for various professional groups increased.
At present,

this is one task that the association can do far more

effectively than the single professional or committee of professionals.
This chapter has discussed the elements of professions with
examples drawn from the older professions.

What of the growth of

business management and the maturing of its own philosophy?

This

emergence of a new occupation is the topic of the next chapter.

CHAPTER III

- THE EMERGENCE OF BUSINESS MANAGEMENT
✓
Since his creation, man has been aware that in most tasks he
can accomplish relatively little alone.

Because of this, he has

found it helpful and even necessary to join with others in order to
secure his goals.

The coordination of human effort is an essential

part of all group action, regardless of the type of organization
involved.

Management, as previously defined, is the function of

getting things done through people and directing the efforts of
individuals toward a common objective.

The effectiveness with which

people work together toward the attainment of their joint goals is
greatly influenced by the ability of those who hold managerial positions.
Coordination of human effort is as old as mankind, and, there
fore, it could be said that management (in general) has an equally
long history.

It would be reasonable to expect a great accumulation

of writings within the discipline of management dating back many
years, but this is not to be found.

It was not until around the

beginning of the twentieth century that there was a concerted effort
to clarify and codify the underlying fundamentals in the field of
business management.
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A.

THE EARLY CONTRIBUTIONS

Ancient Records
References to managerial problems are found in the Bible, and,
without doubt,
Greece,

the magnificent structures built in ancient Egypt,

and Rome attest to the fact that there were managers at

that time to direct the efforts of the workers.

There are a number

of references to managerial problems and discussions of these in
ancient literature,

such as in the discourses by Socrates and other

writers of the past.
In his discourse with Nicomachide, Socrates voices his under
standing and opinion of management.

In reply to an inquiry as to

whether or not the same man could manage a chorus as well as an army,
Socrates states: ". . . that over whatever a man may preside, he will,
if he knows what he needs and is able to provide it, be a good
president, whether he have the direction of a chorus,

a family, a

1
city or an army."
Scattered records exist showing early evidence regarding
management and organization fundamentals.

Alford and Beatty cite

some examples of management principles which were recognized before
Christ.
follows:

Some of these principles and the date of their use are as
minimum wage rate (1958-1916 B.C.), division of labor

(1644 B.C.), labor turnover (400 B.C.), and transfer of skill

(384-322 B.C.).

^Socratic Discourses by Plato and Xenophon, trans. J.S. Watson
(New York: E. P. Dutton & Co., 1910), book III, pp. 80-81.
2L. P. Alford and H. Russell Beatty, Principles of Industrial
Management (New York: The Ronald Press Company, 1951), p. 30.
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Although ancient writings do reveal references to management
problems, no systematic treatise on managerial or organizational
problems was made available until relatively recently.

Researching

through history, one can probably find more fundamentals of management,
or of organization, in institutions of the Roman Catholic Church and
the military than those of the state.

There is a singleness of

purpose in the organization of the Roman Catholic Church, and there
is also the same unity of purpose in the pursuit of a given military
objective.

This singleness of purpose is not usually found in

government because of conflicting motives of leaders, parties, and
classes.

The Church And Management
The organizations of the Catholic Church have persevered for
centuries and offer

excellent examples of management and organization.

Within this institution one may find illustrations of hierarcy of
authority, scalar principle, functional coordination, and staff functions.
Catholic doctrine rests the supreme coordinating authority in God,
"by whom it is (through intervening agents) delegated to the pope."

3

The scalar process is applied with such efficiency that his large
world organization can effectively operate under a single executive
head, namely, the Pope.
James D. Mooney, in his thorough analysis of the Catholic
Church organization, points out that one of the key aspects is that
the staff concept assumes forms in the Catholic Church unknown in
other organizations.

Mooney particularly emphasizes two staff fundamentals.

^James D. Mooney, The Principles of Organization (Revised Ed.,
New York: Harper & Brothers, 1947), p. 102.
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which he calls "compulsory staff service" and "staff independence."
Mooney goes on to point out that nothing but the general neglect of
the study of organization "can explain why the application of a
principle so long established in one great institution has had so
/[
little influence on other realms."
Organization problems have existed as long as men have tried
to take action in groups.

Moses, during the wanderings of the

Hebrews in the Wilderness, was troubled by problems of delegation
and governing the Hebrew nation.

Excellent advice was given to

Moses by Jethro in the eighteenth chapter of the book of Exodus.
Jethro suggested that Moses was attempting to do too much himself,
and instead, should use subordinates to handle the lesser problems.
As cited by Mooney, "Moses harkened to the voice of his father-in-law
(Jethro), and did all that he had said.

And Moses chose able men out

of all Israel, and made them heads over the people, rulers of
thousands, rulers of hundreds, rulers of fifties, and rulers of tens.
And they judged the people at all seasons: the hard causes they
5
brought unto Moses, but every small matter they judged themselves."
Thus,
used.

in Biblical times, principles of organization were being

The illustration above embodies two concepts, that of

delegation of authority and the exception principle.

The last sentence

in the quotation above emphasizes this second concept quite clearly.

4I b i d ., p. 117.
~*I b i d ., p . 21.
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Military Management and Organization
Much has been learned and adopted from the military organizations
through the ages.

Reference is still made to the military line of

command, or the line organization.

The scalar principle, still of

importance to managers, is the backbone of military organizations.
In the military organization, this scalar chain is longer than in
other forms of organization since it extends from the supreme commander
to the man in charge of a squad.

The lengthening of the chain of

command brought with it the gradual lengthening of the chain of
delegated authority.
The staff concept as it is widely applied today also originated
with the military organization.

Although the operation of staff groups

in the military organization is probably as old as war itself because
of the need for quarters, the formal position of quartermaster did not
appear until much later.

Toward the end of the nineteenth century

the Prussian army developed the concept of the military general staff.^
Business management can learn a great deal more from the
military than the two concepts of line and staff operations.

For a

long time the military has been aware of the need to tell the soldier
what was expected of him and w h y .

"It is recorded of Napoleon, the

most autocratic of men, that he never gave an order without explaining
its purpose, and making sure that this purpose was understood.

He

knew that blind obedience could never ensure the intelligent execution

^Harold Koontz and Cyril O'Donnell, Principles of Management
(Second Edition; New York: McGraw-Hill Book Company, Inc., 1959), p. 19.
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of any o r d e r . M a r s h a l l

Foch realized this need for explaining

"why" when he made his distinction between passive and active
obedience.

He further stated that command "never yet meant obscurity."

8

The Industrial R e v o l u t i o n 1s Impact on Management
The Industrial Revolution, w hich took place during the end of
the eighteenth century, brought great changes in the social structure
of American industrial life.
first,

Two points characterize that development:

the skill of the worker was partially transferred to the

machine, and,

second, muscle power was largely replaced by the power

of the steam engine.

For the first time salaried employees performed

the job in the e m p l o y e r ^ home or workshop.
putting-out system was started.

At the same time the

A shop owner who could not perform

the functions of the artisan himself, put machines and raw materials
into the homes of artisans.

At regular intervals the owner collected

the finished product from these workers.

Thus,

entrepreneur, had to manage workers, materials,

the owner, or
and machinery,

and he

had to coordinate the efforts of people toward a common objective.
The effects of the Industrial Revolution started the separation
of the owner-manager from operating the business himself.
grew in size and complexity,

it was necessary to have several persons

in charge of the departments in the firm.

Later,' corporations emerged

with ownership spread among many stockholders.
Boards of Directors, who,

The stockholders elected

in turn, hired managers to handle the operations

Mooney, oj>. c i t . , p. 131.
8Ibid.

As firms
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of the firms.

Thus, the managerial employee emerged, and he is

becoming more important every year.
To show the multiplied complexity when a firm goes from the
entrepreneurial to a large corporate size, a figure is presented on
the following page.

The top diagram shows the functions which con

cern the entrepreneur or sole proprietor.

The bottom diagram

illustrated the expanding functions involved in a large enterprise.
The basic business functions of the entrepreneur do not change; new
subdivisions of those activities are added.
It might be expected that some concerted effort to develop
a managerial philosophy should have been undertaken during the
Industrial Revolution or shortly thereafter.

However, this was not

the case, and it has often been said that the managerial phase is
probably that phase of the Industrial Revolution which has remained
unexamined for the longest time.

Nothing, or very little of any

consequence, concerned with management activities was recorded.

The

primary concern was with mechanical and technological i.mprovements for
the purpose of creating more and better products at less cost.
The revolutionary effect of the Industrial Revolution did not
produce enlightenment regarding any principles of management,
activities of the manager, or similar problems.

Under these circum

stances, the managers and organizers had to meet the demands of a
growing economy as best they could.

Some managers secured guidance

from the concepts used by feudal military and church organizations,
since these institutions provided "effective examples of the
application of the principles (of management) to a single industrial

INDIVIDUAL ENTREPRENEUR

: Sales
Human '
Relations
ManufacturEngineering

Finance

THE LARGE ENTERPRISE

FIGURE 1
EXPANSION OF BUSINESS FUNCTIONS
Source:

Advanced Management, 26:18, September,

1961,

82

unit for its internal operating necessities."

B.

q

THE SCIENTIFIC MANAGER

Adam Smith's book, The Wealth of Nations published in 1116,
is probably the foundation of modern economic thought.

The book is

an unusual mixture of ideas on economics, philosophy, history,
political theory, and practical programs of action.

Smith wrote at

the end of the feudal system in Europe and at the beginning of a
modern period when the vested interests of the feudal system were
still partially effective.
The basic principles embodied in Smith's book are, first,
the assumption that the prime psychological drive in man as an
economic being is the drive of self-interest.

Second, there is the

assumption of an existence of a natural order in the universe which
makes all the individual strivings for self-interest result in benefits
for society.

Third, from these postulates. Smith concludes that the

best program is to leave the economic process alone.

This idea has

become known as laissez-faire, economic liberalism, or non-inter
ventionism.
Although there were a number of writers in Great Britain during
the early part of the nineteenth century who were concerned with
the finding of principles of management, the real beginning of a
science of management did not occur until the last decades of that
century.^

A group of remarkable people, most of them engineers--

^Ibid., p. 169.
■^Harwood F. Merrill (ed.), Classics In Management (New York:
American Management Association, 1960), Introduction.
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Robert Owen, Charles Babbage, Frederick W. Taylor, Henry L. Gantt,
Harrington Emerson, Carl Barth, Frank B. Gilbreth, Lillian M.

Gilbreth,

Mary Parker Follett, and others--must

the

be credited with laying

foundation of a movement which became known as "scientific management."

The Philosophy of Robert Owen
The address of Robert Owen to manufacturing superintendents
(published in 1813) contained thoughts that were revolutionary.
Factory operators of his era had little,

if any, interest in the

working and living conditions of their employees.

However,

since

Owen was a successful textile manufacturer in Scotland, his ideas
were accorded value by his listeners.

His philosophy of devoting as

much attention to human machines as to mechanical equipment entitles

11
Owen to be called the father of personnel management.
Owen held that the volume and quality of an employee's output
were influenced by conditions on and away from the job.
the workers'
environment.

In short,

attitude and performance wer e controlled by the total
This approach to employee behavior shows a direct relation-

ship to w ork of Elton Mayo done 130 years later.

12

Charles Babbage and the Division of Labor
During the first half of the nineteenth century, Charles Babbage,
a professor of mathematics at Cambridge University in England,
recommended that accurate data resulting from investigation be used
in the managing of an enterprise.

n i b i d . , p. 20.

He called attention to finding out

84

the number of times each operation is repeated and to dividing the
work into categories involving mental and physical effort.
Babbage considered the division of labor to be the most
important of management principles.

His statement of this principle

illustrates his insight into efficient business operation.

Babbage

stated, "That the master manufacturer, by dividing the work to be
executed into different processes, each requiring different degrees
of skill and force, can purchase exactly that precise quantity of
both which is necessary for each process; whereas, if the whole work
were executed by one workman, that person must possess sufficient
skill to perform the most difficult, and sufficient strength to
perform the most laborious, of the operations into which the art is
divided."13
While visiting other establishments, Babbage recognized
certain management principles which appeared to exist in most of
them.

Babbage thus laid the groundwork for the propositions developed

later by Frederick W. Taylor and those who followed him.

The Work of Frederick W. Taylor
It was not until Frederick W. Taylor started his work that
the scientific method was applied to the field of management.

It is

Taylor, therefore, who is usually called the father of scientific
management.

Scientific management refers to solving business problems

in the manner and spirit of a scientist and using tools such as
definition, analysis, measurement, experiment, and proof.

l^ibid.3 pp. 33-4.

It should
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be noted, without distracting from Taylor's great contributions,
there were other men
work.

that

(such as Fayol) who were contemporaries in this

As an engineer, Taylor was trained in the basic physical sciences

and accustomed to applying the mental tools of a scientist on problems
of all kinds.
he did.

Certainly Taylor should receive full credit for what

He was the first recognized management pioneer to apply

scientific methods to the problems of the operating manager.

Taylor's

much-quoted book, The Principles of Scientific Management, was
published in 1911, and marked the start of modern management literature
in the United States.

14

Up until the time of Taylor,

it was the worker's responsibility

to devise the way in which he performed his job.
experimentation,

Taylor, through

for the first time applied scientific methods in

order to learn how much a worker should do.
efforts should meet with objections.
purpose was to speed up production.

It was natural that his

Workers feared that Taylor's
However, he was equally interested

in increasing the rate of pay as the workers produced m o r e . ^
In all his experiments, Taylor tried to be fair.

One of the

two conditions set down by him was that "both sides must recognize
as essential the substitution of exact scientific investigation and
knowledge for the old individual judgement or opinion, either of the
workman or the boss, in all matters relating to the work done in the
establishment.'.'

1 f\

Whenever output increased, he raised the workers'

14-Frederick w. Taylor, The Principles of Scientific Management
(New York: Harper & Brothers, 1911), 144 pp.
l^Koontz and O'Donnell,

0 £.

ci t ., p. 21.

^ F r e d e r i c k W. Taylor, "Testimony Before the Special House
Committee," Scientific Management (New York: Harper & Brothers, 1911),
p. 31.
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wages so that after some time it was no longer as difficult for him
to find workers willing to cooperate with him.
Taylor clearly stated that he was attempting to bring about a
"complete mental revolution," but was the first one to admit that
much of the credit was to be given to all those who worked on the
same problem at that time.

During the inquiry of a Congressional

committee in 1912, when Taylor was on the witness stand, a committee
member asked him if he laid claim to a monopoly on scientific manage
ment.

To this, Taylor replied:
1 should say not. . . . M y gracious, I do not believe
there is any man connected with scientific management
who has the slightest pride of authorship in connection
with it. Every one of us realizes that this has been
the work of 100 men or more, and that the work which
any one of us may have done is but a small fraction of
the whole . . . It is a matter of evolution, of many
men, each doing his proper share in the development, and
I think any man would be disgusted to have it said that
he had invented scientific management, or that he was
even very much of a factor in scientific management.
If the work of Taylor had caused less publicity, perhaps the

writings of the French industrialist Henri Fayol would have been
translated and used earlier in the United States.

If this had been

the case, the history of management theory probably would be different,
and the development of principles might have occurred sooner.

The Work of Henri Fayol
At the same time that Taylor was so active, a French mining
engineer named Henri Fayol was making a great contribution to the
science of management in Europe.

Henri Fayol was born in 1841 and was

employed as an engineer by a French coal mine combine.

l^I b i d ., p. 282 .

He became the
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Managing Director of that organization and retired in 1918 to devote
full time to the study of management.

18

During his lifetime, Fayol tried to apply managerial principles
to managerial functions.

He delivered two papers,

indicating his thinking in management.

in 1900 and 1908,

In the year 1916, he published

his well-known work, Administration Industrielle et G e n erale.

It is

regrettable that no English translation was available until 1929, and
even then only a few hundred copies were distributed in Great Britain.
No English translation was published in the United States,

and it

was not until 1949 that an edition in English was freely available to
those who wanted it.

19

It is understandable,

therefore,

that Taylor

and subsequent writers in the area of management did not become
familiar with F a y o l ’s work until years later.
In dealing with principles and elements of management, Fayol
divides all activities into six groups, namely technical,
financial,

security,

accounting,

and managerial.

commercial,

It is this last

point on managerial activities to which he devotes his entire book.
Presently, F a y o l 1s "Elements of Management" would probably be relabelled,

"The Functions of the Manager."

20

It is noteworthy that

Fayol divides the managerial functions into five broad categories:
planning,

organizing,

commanding,

coordinating,

and controlling.

Many

of the current textbooks in the management field mention these same
functions.

l^Koontz and O'Donnell, o£. c i t ., p. 24.

Storrs

■^Henri Fayol, General and Industrial M a n a g e m e n t , Trans. Constance
(London: Sir Isaac Pitman & Son, Ltd., 1949), 110 pp.
^ I b i d ., Chapter 5.
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Taylor's contribution was outstanding also, but when a
comparison is made between these two men, one finds that Taylor
primarily looked at management's principles from the bottom up, on the
shop level.

Fayol's observations were on the management level

directed from the top down.

Fayol was obviously in a better position

than Taylor to observe the functions of a manager.
It has been said that there is a contradiction between the
works of Taylor and Fayol.

However, their works appear complimentary

rather than contradictory.

Both men applied scientific methods to

the problems of management.

The only difference was the location of

the analysis.
Much information has been added through recent research and
writings in the area of management.

But one can say that fundamentals

set down by Fayol are generally as valid now as in his time.

As long

as Frederick W. Taylor is called the father of scientific management,
it would be justifiable to call Henri Fayol the father of principles
of management.

The Contributions of Mary Parker Follett
Mary Parker Follett, though not a manager herself, presented
ideas in a language that appealed to business executives.

Miss Follett,

a Boston-born social worker, used common situations familiar to businessmen as devices for developing management principles.

Her presentations

were direct and filled with practical information.
Some of the widely-read papers presented by Miss Follett are,
"How Must Business Management Develop In Order to Possess the Essentials
of a Profession?", "The Meaning of Responsibility In Business Management,"
"How Is the Employee Representation Movement Remolding the Accepted
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Type of Business Manager?", "What Type of Central Administrative
Leadership Is Essential To Business Management As Defined In This
C o u r s e ? " , ^ "The Essentials of Leadership," and " C o o r d i n a t i o n . " ^
Miss Follett has stated that a sense of industry as a function
has been gradually developing.

She anticipated the day when business

management would become a profession.

The most significant progress

cited by Miss Follett is in the substitution of a concept of business
as an opportunity for individual development for the former idea of
business as trading, managing,

and manipulating.

Miss Follett's

challenge to executives lies in her assertion that "there is no one
else in the world to create the science,
business management."

the art, the profession of

23

Oliver Sheldon pointed out the need for a professional creed
for management in his book,

The Philosophy of M a nagement.

However,

Miss Follett pointed out that the scientific method can be applied to
in
human relations problems,

thus extending the analysis beyond the

issued discussed by Sheldon.

Many of the ideas of Miss Follett have

relevancy to current problems, and reprints of her articles appear
from time to time in business periodicals.
C.

GROWTH OF MANAGEMENT THEORY

The development of a conceptual framework of the theory of manage-

O1
Henry C. Metcalf (ed.), Business Management As A Profession
(New York: A. W. Shaw Company, 1927), p. v, vii.
22

Merrill

(ed.), Classics In M a nagement, o p . c i t ., p . ,323 and 337.

23

-'Metcalf, o£. c i t . , p. 95.

^Merrill,

o£. c i t . , p. 308.
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ment is essential in the training and teaching of future managers.
Fayol decried the absence of management teaching.

25

He wrote that

this absence was due to the absence of theory and without theory, no
teaching is possible.

It is not possible to include all the

significant contributions to management theory since Fayol1s time,
but some of the most notable ones can be mentioned.

Traditionalists and Controversy
Traditionalists have tended to take the view that there are
certain universals in administrative behavior which are principles.
In a discussion on such traditional views in 1936, Leonard D. White
insisted that principles are tested hypotheses.

26

Ten years later

one of W h i t e d former students, Herbert A. Simon, severly criticized
the so-called principles stating that they were merely proverbs which
had never been scientifically tested.

27

Simon referred particularly

to span of control, which since has become a whipping boy for non
traditionalists.
The revolt against principles by the more theoretical students
of administration had emotional roots in the social philosophers1
distrust of techniques; the management developments of the twentieth
century have been dominantly technical.

The domination by people who

have largely ignored human values was challenged by the social scientists

2^Ibid., pp. 14-16.
7f i

John M. Gaus, Leonard D. White, and Marshall E. Dimock, The
Frontiers of Public Administration (Chicago: University of Chicago
Press, 1936), pp. 13 ff.
27

Herbert A. Simon, "The Proverbs of Administration,11 Public
Administration Review, 6:53-67, Winter 1946.
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who were interested in the human dimension.

Therefore,

it was natural

that w h e n the social scientist entered the field of management, he
examined it from the viewpoint of his own value standards.

The Hawthorne Experiment
The year 1927 seems a significant date,

though perhaps an

arbitrary one, to mark the beginning of the ideological revolution
in organization theory.

It was during the late 1920's that the

principal research of the Hawthorne Works,
Chicago),

took place.

(Western Electric Company,

The Hawthorne experiment was basic to the new

ideology because it established the concept of an organization as a
social institution in the minds of management people.
The Hawthorne study provided an aura of respectability to the
ideological revolution for two reasons;
in a corporate environment,

and second, because it was sponsored by

the Harvard Business School.
of Western Electric,

first, because it was done

The Hawthorne plant still is a unit

a part of the American

Telegraph Company system.

(Bell) Telephone and

The experiment had the backing of the company

management, members of which actually participated at the plant level.
The book by Fritz Roethlisberger and William Dickson reporting this
study stands as a classic which combines empirical with social theory
and philosophy.

28

The two significant contributions of the Hawthorne study to
organization and management were:

(1) A challenge to the physical or

F. J. Roethlisberger and W. J. Dickson, Management and the
W o r k e r , (Cambridge: Harvard University Press, 1939); also Elton Mayo,
The Social Problems of an Industrial Civilization (Boston: Harvard
Business School, 1945).
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engineering approach to motivation, and (2) the first real attack
on the purely structural, hierarchical approach to organization.
The experiments showed that people do not respond in any predictable
fashion as physical or environment incentives are applied.

The

response to piece work incentive is distorted by other factors related
to the element of change itself and second, to the social climate.
The challenge to the purely hierarchical concept of organization
was furnished by the demonstration that a factory is a social as well
as a business institution.

The influence of the supervisory hierarchy

is modified or limited by the extent to which the members of the
factory society will accept its edicts.

29

Group Dynamics and Authority Concepts
New concepts of authority and the group dynamics movement,
together with the advent of widespread collective bargaining, caused
a new approach to leadership.

The former concepts of motivation were

based on what Elton Mayo called the rabble hypotheses, namely that
people are animalistic in their individual drives for a share of the
world's scarce goods.

It followed that only a forceful driving type

of leadership could keep workers in their "proper" position.

Other

wise the lazy would not work, and the over-ambitious would take more
than their share.

At present, the group-centered concepts of leader- -

ship and authority call for a type of leadership which will stimulate
group as well as individual response.

^9it should be noted that the "human relations" movement started
by the Hawthorne study has come under considerable attack. For a
statement of nature of the issues generated, see Henry A. Landberger,
Hawthorne Revisited (Ithaca, New York: Cornell University, 1958).
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It should also be said that the new sociological concepts of
the group process do not go unchallenged.

This is shown by such

criticisms as those of Will i a m H. Whyte^ Jr., who in The Organization M a n ,
decries the possible adverse effect of group values upon the supply
of strong future leaders.

30

The new procedure of making decisions

by groups is charged with inhibiting the emergence of the risk-taking
entrepreneur of the past.

There appears to be some apprehension that

the emphasis on group process will increase the tendencies toward
conformity in a society alleged to be magnifying pressures against
individualism.

Decision Theory
Another break with traditionalism in the last 20 years has
arisen from a new emphasis upon decision theory.

Herbert Simon,

following Chester I. Barnard, regards the decision, or rather the
points at w hich the decisions are made,
structure of the organization.

31

as being the outline or the

It has now become a mark of

sophistication among the organization theorists to refer to decision
making and the decision process,

a topic seldom,

if ever, heard in

the literature of traditionalism.
W hile decision theory is still in an embryonic state,

the

student of organization can expect to hear a great deal more of it in
the future.

This is particularly the case due to stress placed on

30william H. Whyte, J r . , The Organization M a n
Simon and Schuster, Inc., 1956).

(New York:

^ J a m e s G. March and Herbert A. Simon, Organizations
John W i l e y and Sons Inc., 1959), p. 169.

(NeW York:
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decentralization, group process, and delegation.

Under traditional

ism, there was no question about where decisions were made.

They

were the prerogatives of the man at the top, subject to minor
processing decisions by his subordinates in the chain of command.
It is new believed that the decision-making process is much more
subtle and complex.

Cybernetic Theory
The discipline of cybernetics has made two ideological
contributions to the theory of organization.

32

The first contribution

is to relate the information and control patterns of organizations
to that of new automatic machines.

In these machines, the goals and

patterns of performance are set by the minds and hands of man, but
electronic controls keep the machines on the proper paths.

This

results from a combination of planning, communication, and decision
similar to that which goes on in an organization.

The decision centers

plan and establish tolerances within which performance is acceptable.
The performers communicate their accomplishments back to the decision
centers, but the "deciders" are alerted only when corrective action
is needed.
recognized.

The time-honored "exception principle" is thereby
The data which is needed for a corrective decision is

given to the manager.

An extension of this idea alerts the manager

when exceptionally good performance is achieved.
The second contribution of cybernetics pertinent to organization
and management theory concerns a biological analogy.

32

The human brain

Kenneth E. Boulding, "Evidences of an Administrative Science,"
Administrative Science Quarterly, 3:1-22, June, 1958.
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is the planning and decision center which communicates goals and
directives through the nervous system to other parts of the body.
These other parts,

in turn, communicate back their accomplishments

which lead to new messages from the brain to continue,

adjust, or

stop the initial action.
Therefore,
system;

control through feedback operates in a closed-loop

and this give-and-take of goal setting, communication,

and

continuous correction is not only the essence of feedback, but also
is the heart of coordination in large firms.

It appears probable

that only the initial impact of cybernetics has been witnessed on
current business practices.

Bureaucracy Studies
The model of formal organization most familiar to social
scientists was postulated by M a x Weber who was most productive at
33
the turn of the twentieth century.
Weber had a great interest in
uncovering the "laws" of social behavior.
aspects in Weber's analysis:

There were four key

first, the postulation of an ideal type

of bureaucracy which would be powerful yet w ork to solve complex
problems rationally;

second,

power centers in society;

the emphasis on the universality of

third, the need for man to be a free worker

in a money economy rather than a slave; and fourth,

the suggestion

of a rough separation of policy and administration,

in which the idea

of professionals to run the bureaucracies is stressed.

^ H . H. Gerth and C. Wright Mills, (translators), Fro m Max
W e b e r : Essays in Sociology (New York: Oxford University Press, 1946).'
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Sociologists have recently been concentrating their interest
on the Weber model.

Their interest, however, appears to be testing

the hypotheses which lay behind it.

Weber believed that his model

of bureaucracy was the most rational means of attaining certain
ends in the society.

Around 1933, many governmental organizations

werfe being created in general accord with Weber's theory, and yet
they behaved in an irrational manner.

Thus, the sociologists became

interested in discovering what were the unanticipated consequences of
bureaucratic organization.

34

In general, the sociologists found that Weber's single
dimensional view of organizations failed to recognize such social
institutions in their total context.

It has been found that many of

the organization's prescribed goals have been accomplished, but in
the process, other events have also occurred.

Thus, the sociologists

have suggested a fundamental problem: the attempt to pursue one goal
rationally may result in unleashing social forces resulting in other
irrational behavior patterns.
As a consequence of the sociologists' studies and analyses,
it has become increasingly clear that the traditionalism of the past,
though valuable as a foundation for understanding the manager, has
been too limited in its views.

The role of the sociologists has been

to provide empirical evidence that the problems of human behavior in
large organizations stem from the operations of sub-systems within the

-^Some important investigations were: Reinhard Bendix, "Bureau
cracy: the Problem and Its Setting," American Sociological Review,
12:493-507, October, 1947, and Peter M. Blau, The Dynamics of Bureaucracy
(Chicago: University of Chicago Press, 1955).
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total system.

The social scientists thus, have indicated "the ways

in which the needs of individuals, the primary wor k group, and the
large organization interact to affect each other."

35

Education, R e s earch, and Theory
A sound education,
truths from research,
become principles.

to be enduring, must involve fundamentals,

theories which have aged and survived to

T. E. Albut has put the thought very well:

The man of affairs without science is like the
physician who has fallen out of the anatomy and
physiology he may once have known; within limits he
may be a shrewder and abler practitioner than an
academic professor; but this he will be at the cost
of being stationary --- To principles, sooner, or
later, the subtlest craftsman has to bow his head;
for even while his hand is on his tools, by theory
contingencies and complications are being detected
and eliminated, and processes shortened and economised.36
Thus,

the right approaches--the careful analytical dissection

of problems at every level of management must involve the use of
tools which are effective in many situations rather than just one.
Perhaps it is the truth of this that enables a skilled administrator
to do equally well in diverse assignments, or in careers wit h different
companies.

Professor Harold Koontz,

in a recent article entitled

"Making Sense of Management Theory," states that principles

(what few

have been recognized) have become blurred in a jungle of confusion and
conflict.

It is through this jungle that the practitioner,

must cut his way.

35

the manager,

In an effort to disentangle this situation, Professor

March and Simon, oj>. c i t . , p. 47.

-^T. E. Albut, On Professional Education quoted by L. Urwick
in The Elements of Administration (London: Sir Isaac Pitman & Sons,
Ltd., 1943), p. 15.
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Koontz cites several needed steps:
1.
2.
3.
4.

First, we need to define management as a field of
specific knowledge.
Next, we need to integrate the study of management
with other disciplines.
We then must clarify much of the language of management.
Finally, we should show a willingness to distill and
test fundamentals.37

It is in this fourth category that business research needs to
be done.

The fact that the social sciences have been called the

"inexact sciences" is no excuse for such a lack of basic research.
Koontz continues by suggesting some criteria by which a theory
might be judged:
1.

A theory should deal with an area of knowledge and
inquiry that is 'manageable'; no great advances in
scientific knowledge were made as long as man
contemplated the whole universe.

2.

A theory should be useful in improving management
practice, and the tasks and needs of the executive
himself must be the central focus.

3.

No theory should be hampered by semantic obstacles;
useless jargon not understandable to the practicing
manager should be eliminated.

4.

An effective theory should give direction and efficiency
to management research and teaching.

5.

Finally, a worthwhile theory must recognize that it is
but a part of a larger universe of knowledge and theory
and need not actually encompass that u n i v e r s e . 38

Another view on the place of research in business has been
voiced by Peter F. Drucker.

In his view, research is a cost or an

investment; far from delivering guaranteed results, it is a highly

37Harold Koontz, "Making Sense of Management Theory," Harvard
Business Review, 40:42, 46, July-August, 1962.
3®ibid., p. 46.
See also Leon C. Megginson, "Pressure for
Principles: A Challenge To Management Professors," Journal of the
Academy of Management, 1:7-12, August 1958.
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uncertain effort that requires the greatest managerial competence to
produce results.
As a means of summarizing the trends in theory,
changes have been shown in tabular form.
comprehensive,

the central

The treatment is not

since the ideas of the behavioral sciences have been

stressed.
TABLE I
TRENDS IN ORGANIZATION THEORY
(A Summary View)
To

Fr o m

1.
2.
3.
4.
5.
6.
7.
8.
9.

Traditionalism
Job-Task Hierarchy
Efficiency as a Mechanical
Process
Organization as a Bureau
cratic Structure
Control through Command
Authority from the Top Down
Decision as an Individual,
Highly Centralized Act
Regimented W o r k Environment
Technological Change by Fiat

1.
2.
3.
4.
5.
6.
7.
8.
9.

10.
11.
12.

Social or Financial Incentive
Job as Subsistence
Planning as Crisis Technique

10.
11.
12.

13.

Incomplete and Delayed
Info rmat ion
Policy and Administration
Dichotomy
Profit w i t h Buccaneering

13.

14.
15.

Source:

14.
15.

Social Dynamics
Social Process
Efficiency as a Human
Process
Organization as a Social
Structure
Control through Communication
Authority from the Group
Decisions as Collective,
Situation Events
Democratic W o r k Environment
Technological Change by
Consultation
Social and Financial Incentives
Job as Satisfying Experience
Planning as Formalized
Technique
Complete and Current
Information
Policy and Administration
Continuum
Profit w ith Social
Respons ibility

Emery E. Olson and John M. Pfiffner.
(Later modified by
Frank P. Sherwood and John M. Pfiffner, Administrative
Organization (Englewood Cliffs, N.J.: Prentice-Hall, Inc.,
1960), p. 108.'
The ideas in the preceding table as summarized by Olson and

Pfiffner require some modification.

First,

recognition must be given

to such pioneers of management thought as Robert Owen, Charles
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Babbage, Oliver Sheldon, Frederick W. Taylor, and Mary Parker Follett
for their views of the worker as an individual and as a part of
society as a whole.

There pioneers foresaw the influence of the

total environment and the need for managers with a sense of social
responsibility.

Therefore, the trends listed under the "To" column

are not as new as they might appear.

Second, business has not

achieved the idealistic state that some of the items in the "To"
column imply.

This is particularly true of items 2,6,7,14, and 15.

Table I is useful, however, as a device to compare opposite
views of business management

and operating policies.

Perhaps the

position of the average firm in the United States is somewhere
between the extremes presented in Table I.

D.

A UNIVERSAL MANAGER?

The Universality of Management Concept
The traditional view is that managers perform the same basic
functions regardless of the type of company in which they operate.
In other words, as managers,

they are all involved in getting work done

through the efforts of other people.

This concept has become known

as

the principle of the universality of management.
This idea has two basic implications, as noted by Koontz and
O'Donnell.

39

First, the concept means that anything fundamental about

one manager applies to all managers. This makes it

possible to pursue

a theory of management applicable to !
all managers.

Second, the

■^Harold Koontz and Cyril O'Donnell, Principles of Management,
op. cit. , pp. 42-3.

principle implies that managerial knowledge is transferable from
department to department within a firm, and from industry to industry.
"To the extent, however, that their tasks are managerial rather than
technical,

and with the proper motivation,

executives will employ

their skill as well in one occupation as the other.

A View of Transferable Managerial Skills
Other writers have emphasized the idea that some of the basic
processes, or skills, of the manager have transfer value.
Yntema, Vice President
writers.

Theodore 0.

(Finance), Ford Motor Company is one of these

In an article on the transferable skills of the manager,

Mr. Yntema stresses the value of a liberal education in aiding the
manager to move effectively from one job to another.
In his article, Mr. Yntema states:

41

"I have been amazed to note

the transferability of abilities and skills as I have shifted
one career to another and from one job to another.

from

What impresses

me is how much the requirements for various jobs have in common-particularly at the higher levels--and how easy it is in most instances
to pick up the special knowledge in a particular field."

42

Later in

this same article Mr. Yntema notes that it is not to be implied that
all types of skill are transferable, that is a musician cannot, over
night, become a great physicist.

Thus, there are some careers which

^ I b i d . , p . 43.
^ T h e o d o r e 0. Yntema, "The Transferable Skills of The Manager,"
Current Issues and Emerging Concepts in Management (Boston: Houghton
Mifflin Company, 1962), pp. 247-8.
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require prolonged development of special talents.
Transferability, therefore, appears to depend on the general,
rather than the specialized content of the manager’is job.

The more

general (the higher in the organization) that position is, the more
easily the skills may be transferred.

This observation brings up

the distinction between the specialist and.the generalist as they
exist in modern business organizations.

The Specialist, The Generalist, and The Universality Concept
The difference between the specialist and the generalist
(staff man and line man, respectively) is a product of personal
interest, formal training, and reinforcing business experience.
Frequently, the specialist may ascend the managerial ladder in a
given function such as production, or finance due to his special
knowledge of that field.

The question then arises, "Is his value

to the company primarily due to his specialized expertise or his
managerial skill?"

This question leads to another, i.e., "Does the

universally effective manager exist?"

Widespread notice has been

given to men who have shifted from one industry to another as
managers and have been successful in both ventures.
such moves are not uncommon.

At top levels

However, at lower levels, managers

seem unwilling to concede that anyone who can manage can handle his
job.
Perhaps some of this reluctance in practice to accept manage-v
ment as a transferable skill is merely symptomatic of resistance to
change at the managerial level.

For.the most part, it seems traceable

to the problem of reconciling the concepts of professional management
with the facts of industrial life.

However, most authors describe
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management as a complex of four or five specific skills, usually
listed as planning, organizing, staffing, direction (coordinating),
and controlling.

Since these skills are common to all managerial

jobs, the theorists maintain that anyone who has mastered them can
apply them wit h success in any firm and at any level of supervision.
The problem here is that management does not equal supervision,
and supervision indicates work at a level where expert special
knowledge of a given field is needed.

This knowledge cannot be

readily transferred from one specialty to another.

Though some

writers have pointed to top executives who have successfully switched
into industries quite new to them, these examples seldom have much
relevance for the straining middle manager who m a y still have many
years ahead of him before promotion to a level where he may leave
his expert knowledge behind.
The resolving of the "versus" in the concept of specialist
versus generalist may be aided by:
1.

Checking (by top management) to see that the work
is being done efficiently by the people who have been
hired to do it.

2„

Determining the most effective "manpower mix."

3.

Clearly establishing and explaining company objectives
and policies.

4.

Identifying and promoting capable people in staff and
line work.

5.

Providing needed "creative" and planning time for
personnel at all levels.

^ S e e Frank 0. Hoffman "The All-Purpose Manager - Does He
Exist?", Personnel, 40:8, January-February, 1963.

104

Further, theorists should concede that the skills required to manage
a particular kind of work are shaped by specialized training and
experience.

Therefore, interchangeability is very difficult.

At the

same time, practicing managers should recognize that there is, in all
managerial jobs, a common denominator.

It appears that this common

denominator is the responsibility to see that the organization runs,
and will continue to run, at peak efficiency.

44

The level of operation

is the key to the use of special or general knowledge.

Lower-level,

but still professional workers, are predominantly the specialist
group.

As some rise and move into line manager positions, a new wide-

angle view must be achieved for continuing success as a manager.

E.

IMAGE OF THE AMERICAN BUSINESSMAN

The manager in America is a member of a larger, ill-defined
group known as businessmen.

Valid or not, the image of American

businessmen is also the image of the manager unless or until the
particular manager proves himself different from that image.

One non-

logical factor in people is the desire to avoid change even when the
change represents ultimate improvement.

Modifying mental stereotypes

represents a change in a category of someone or something.

Therefore,

a modification of stereotype, or image, is generally resisted
people.

by

As a result, the image of the manager or businessman changes

slower than the subject itself.

^ I b i d ., p. 16.
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The Early View
As late as the beginning of the twentieth century,
m a n as seen by nonbusinessmen was a crafty,
character.

shrewd,

the business

sometimes miserly

In the introduction of Business Management As A Prof e s s i o n ,

Henry C. Metcalf states, "The basic evils of industrialism are primarily
not of the social order but of the selfish, unsocialized mind."1^
Prior to this,

the tax collector of Biblical times,

Ebeneezer Scrooge,

immortalized by Charles Dickens,

the proprietor,
and a host of other

characters drawn from commercial life have portrayed the stereotype
of businessmen in the public eye.

W i t h such an "image type," the

businessman was far from being a savory character.

Certainly his

having professional status would have been unthinkable under the
circumstances.
The w orld of commerce, howpver,

did not stand still;

it has

created more ethical approaches to the business transaction.

There

appear to be three main sources for more recent business ethics.
Around 1905,

there began a definite ethical movement.

Roosevelt was the principal champion.

Theodore

The public began to demand a

higher standard of accountability of public officials and of business
corporations.
same time.

Secondly, many economic changes occurred at about the

Until the end of the nineteenth century, U. S. business

me n had been pioneers,

exploiting the resources of a new country.

Business leaders were individualists,
precedent,

impatient with restraint and

thinking of the immediate end to be gained and careless of

^ H e n r y C. Metcalf, Business Management As A Profession
York: A. W. Shaw Co., 1927), p. 10.

(New
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the means.

As the pioneer era closed, there came the need for closer

organization of business, less wasteful methods of production and dis
tribution, and better accounting and sounder credit . ^
The third factor
the

in this improvement of ethics was the rise of

trade association.The cohesiveness of the trade association

provided a strength for improving ethical behavior of the members, and
at the same time provided opportunity for collusion--an opposing force
to ethical practice.

The businessman stereotype has passed through

this ethical "evolution," and finds himself faced with an ambivalent
situation— the recognition of the socially-accepted service motive, and
the

necessity of profit as

a reason for justifying his j o b . ^

The businessman hasa self-image that is strong (.abundant will
power and decisiveness), yet flexible enough to adapt to changing
situations and different problems.

The writer recalls an incident

about a personnel manager in a plant belonging to a company well known
for being excellently managed.

The personnel manager had given a talk

on "Pressures in Business" where his main theme was that the man him
self creates most of the pressure which may exist in a business posi
tion.

Ironically, this same manager, two weeks after the talk, was

taken to a hospital for treatment of a bleeding peptic ulcer.

This

incident points up the fact that in many instances managers do not
have a realistic view of themselves as they function in the business
environment.

^ Ibid., pp. 142-3.
^ I b i d . , p. 143.
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V iew from S t u d e n t s 1 Eyes
Many things in our society give clues to the image of the
American businessman.
an image.

The views of college seniors is one source of

Perhaps more valid five years ago than now, these

corporation-bound graduates viewed togetherness, group decisions,
security as the attractive features of corporate life.
bureaucrats in the making.

They were

"While the fundamental bias is for staff

work, it is not necessarily for a staff job.

If the choice is

offered them, a considerable number of students will vote for 'general
managerial' work,

and many who choose personnel or public relations

do so with the idea that it is the best pathway to the top line jobs.'1^
Apparently,

their views of line and staff jobs have meshed into one

non-distinguishing view so that staff and line positions have become
synonymous.

Thus, the top manager is both persons at the same time.

Whether this is true in fact makes little immediate difference to the
college senior.

The myths within the folklore of management are created

as easily by those without all the facts as by those with them.
ment in folklore-building is always slow.

As W i l l i a m H. Whyte, Jr.

has stated:
The Bureaucrat as hero is new to America, and older,
conventional dreams of glory do linger on — the lawyer
brilliantly turning the tables in cross-examination, the
young scientist discovering the secret in the microscope
late at night.
Even in corporations' institutional
advertising there is some cultural lag--many an ad still
shows us the young m a n dreaming by himself of new
frontiers as he looks up at a star or a rainbow or
beautiful hunk of alto-cumulus clouds.
But slowly the

48

Move

W i l l i a m H. Whyte, J r . , The Organization Ma n (New York:
Doubleday & Company, Inc., 1957), p. 83.
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young man at the microscope is being joined by other
young men at microscopes; instead of one lone man
dreaming, there are three or four young men. Year by
year, our folklore is catching up with the needs of
(the) organization man.

F.

SUMMARY

Early records of management and organization are fragmentary
or nonexistent.

However, since the coordination of effort has been

necessary as long as man has existed, management is as old as mankind.
Still, it was not until relatively recently that there was a concerted
effort to clarify and codify the underlying fundamentals in the field
of management.
Records from ancient civilizations, the Roman Catholic Church,
and military organizations have provided some evidence of the
emergence of management as an occupation.

However, most significant

advances have been made since the Industrial Revolution, and especially
in the twentieth century.

Frederick W. Taylor and Henri Fayol were

co-fathers of scientific management and principles of management,
respectively.

Their work, done in the early 1900's, stimulated many

others to think in terms of management science and theory.
Traditional management and organization theory tended to
"dehumanize" the individual by assuming that one man was about the same
as another.

Second, traditional theory leaned heavily on the economic-

man theory that man would rationally pursue his own self-interest.
Thus, to get more production, the payoff must be increased.

Third, a

single standard of value, known as efficiency or productivity, pervaded
the literature.
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In fairness to the group of management pioneers composed
principally of Robert Owen, Harrington Emerson, Frank B. Gilbreth,
Oliver Sheldon,

and M ary Parker Follett,

it must be said that the

importance of the individual employee was recognized as early as
the eighteenth century.

Among the group of management pioneers one

finds many wit h training in, and orientation toward, mechanical
things rather than people.
prevailed,

The philosophy of this engineering group

and formed the better-known theories of traditional

management.
A conflict developed w h i c h centered on the question of
"principles." The principles,

it was discovered,

only had predictive

v alue w hen many of the key variables in organizational behavior were
excluded.

Any new theory,

therefore, had to comprehend the entire

organization as a social organism.

It might be said that the

ideological revolt w hich followed was encouraged by the social
scientists'

discovery of organization as a fascinating area for

research.
The management revolution of the twentieth century had been
dominantly technical;

and the persons who propounded the theorems

and the principles wer e largely engineering-oriented.
scientists began to enter the situation,

they brought a philosophical

bias rooted in the dignity of the human being.
important change in research focus.

W h e n social

Thus,

there was an

The Hawthorne Study was one

important example of this changed emphasis.

This study (1) challenged

the physical or engineering approach to motivation;

and (2) made the

first real attack on the purely structural, hierarchical approach or
organization.
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Other facets of change have appeared in new concepts of
authority, motivation research, decision theory, and analysis of
leadership behavior.

Studies of bureaucracy, which have been

particularly undertaken by sociologists, have assumed increasing
importance.

These studies sought to identify the "unanticipated

consequences" of so-called rational patterns of organization.
Research has shown that seeking one goal in a rational way may cause
all sorts of irrational behavior regarding other goals.
The next chapter continues the discussion started in this
chapter.

The stress is changed slightly in that more currently

held concepts are investigated, and the views of business
practitioners are emphasized.

CHAPTER IV

CURRENT CONCEPTS OF MANAGEMENT

The preceding chapter presented a brief synopsis of the
emergence of business management as a distinct occupation.

The

present chapter includes views currently held by theoreticians,
teachers, and businessmen.

However,

the thoughts of businessmen

are particularly emphasized in the data selected and in a survey
of selected company presidents.

Thus, the business practitioner

and his thoughts provide the bulk of the material to be presented.
Plans and eventual performance often differ for various
reasons.

The same divergence has been found to exist with the

concept of management and the actual practice of management.

The

results of actual performance are extremely important to the
practicing business manager.

A.

CONCEPT VERSUS PRACTICE OF MANAGEMENT

The editors of Business Management magazine released a nation
wide survey of top managers in November,

1961.

It revealed a sharp

distinction between what top executives perceived'their role to be
and what they were actually doing.

The survey was summarized in the

following way.
Top manager number one i s :
1.

Top manager number two is r

Well above the daily operations of his company.

1.

Ill

Constantly involved in the
day-to-day operations of his
company.
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Enscounced in a sumptiously
furnished office, working
from behind a clean desk.

Seldom able to clear his
desk of the reports, memos,
letters, and questions that
demand his immediate atten
tion.

Involved only with trends,
statistics, and long-range
planning.

Involved with trends, sta
tistics, and long-range
planning because it's part
of his job— but never dis
sociated from operating
decisions.

4.

Concerned wholly with policy
and long term growth possibi
lities for his company.

Concerned with policy and
growth possibilities--but
constantly finds himself
delving into the details
and intricacies himself.

5.

Concerned with only those
decisions that pertain to
policy.

6.

Seen only by his immediate
circle of executives.

7.

Rarely found anywhere in the
company but in the executive
suite.

5.

Equally involved with policy
and practical decisions in
marketing, research, per
sonnel, purchasing, and the
rest of his departments.
Open to anyone, from top
executives to clerks.

7.

Seldom restricted to the
executive suite because it's im
possible for him to handle
departmental problems from
'on high.' 1

After scanning the two lists of activities it is evident that
manager number one follows the expected image of what a top executive
should do.

The survey showed, however, that manager number two

matched what these managers typically did.

Hundreds of managers were

personally interviewed in all kinds of companies.
that top executives have two roles.

The survey concludes

As the editors put it, "These men

do deal with policy, ideas, trends, and long-range planning.

That's

^•"How Do You Measure Up As A Top Manager?", Bus in ess Management,
21:47, November, 1961.
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role number one.

But they are just as much involved with the operations

of their companies--so much so that, to them, policy and operations

2

are one and the same.11

Managerial Development
The idea presents itself that all of these executives could
be suffering from similar pressures and problems.

Therefore,

if all

are missing the mark, does this make it the most desirable behavior?
Apparently, the answer is "no.”

The survey cited previously does

not attempt any normative analysis, but only reports things as they
are.

This is a good beginning, but further steps are necessary if top

managers are concerned about having some time to think reflectively
and consider longer range plans without undue pressure of daily
"fire extinguishing."
Perhaps in the final analysis, some persons are more equipped by
nature than others for certain jobs.

But there is no reason to suppose

that people cannot improve in many respects through education and
training.

Normal Fisher of the Staff College of Englans's National

Coal Board has commented on how people learn to be managers and how
this process might be improved.
ment for managers.

Mr. Fisher cites five stages of develop

The first is the acquiring of a general education.

Countries with few natural resources have attached great value to
education.

The second stage is vocational training, which overlaps

with the third, which is "management training," or introduction to
industry itself.

The fourth stage is actual experience in managing,

^Ibid., p. 48.
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which is gained by trial and error.

The example of superiors here

has great influence on the newcomer.

The final stage of develop

ment is the chance to study management theoretically, considering
the manager's own experience.

Some military organizations provide

this opportunity to career officers, with beneficial results for
3
both parties.
In an interesting, but not unique, article on the behavior
traits that constitute an administrator, Clarence B. Randall stresses
character as the quality without which an executive cannot continue
to manage effectively.

Mr. Randall continues, "The fine executive

invariably possesses a code of values which he himself has established.
They spring from his ethical and spiritual life and hold him staunchly
true in the face of each new challenge."

4

This statement reverts to

the consensus of many writers during the 1920's and 1930's.

It

suggests that researchers working with administrative personnel
(especially those considered top managers) have not been able to
isolate more measurable qualities.

This difficulty alone is one way

to separate managers from nonmanagers.

Those who are nonmanagers perform

tasks which are more measurable, or in other words, more finite.
An important, even if obvious, means of separating manager
from nonmanager is that the manager must make decisions which will
affect other people, work assignments, and sometimes other companies.
The scope of the effects broadens the higher the manager and the larger

Norman Fisher, "The Making of a Manager," Personnel, 38:12-13,
September-October, 1961.
^Clarence B. Randall, "The Making of an Administrator," Dun's
Review and Modern Industry, 80:47, September, 1962.
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the operation he commands.

Dun*s Review has presented the results of

a survey of 300 selected company presidents in which each was asked
questions on the job of being president.

Part of the data was used

to isolate the proportion of time devoted to various activities.
The findings were as follows:

TABLE II
Proportion of Time Spent (Average) at
Various Activities^
Activity

Proportion (Per Cent)
26
19
14
14

Marketing
Production
Finance
Long Range Planning
Personnel
Research and Development
Public Relations
Miscellaneous

11
10
3
3
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A n interesting consensus among the presidents' survey was that
decisions on personnel matters were the most difficult,
important in the long run.^

and the most

This was the response although the time

allocated to it (see Table II) was 11 per cent, and four other tasks
commanded more time.

Here again,

it ma y be a point of distinction in

examining the business manager's job to find that the most difficult
part of the job is dealing with the careers of other people.
physician,

the minister,

the lawyer,

control the lives of others.

The

the teacher do not directly

The manager does have such control,

"The Job of Being President," Dun's Review and Modern Industry.
81:27, March, 1963.
^I b i d ., p. 26.
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and the realization of fallibility in others and in himself proves
to be a heavy burden.
Professionally trained persons may be employed by a firm for
positions other than those of managers.

Some method of distinguishing

between managers and nonmanagers must be used.

This topic is treated

in the following section.

B.

MANAGERS AND NONMANAGERS DIFFERENTIATED

Primary concern has been focused throughout this study on
the manager rather than the nonmanager, though either may be a
professionally trained person.

Some clear distinction should be

made between these two corporate members.

Robert Tannanbaum, in

a much quoted article, makes an excellent distinction between these
entities.
. . . . managers are those who use formal authority
to organize, direct, or control responsible subordinates
(and therefore, indirectly, the groups or complexes
which they many head) in order that all service con
tributions be coordinated in the attainment of an
enterprise objective.^
It is to be noted that the key reference is to the control and
direction of other people, rather than things.

Tannenbaum goes on

to point out the individual who is not a manager.
An individual is not a manager, does not manage,
unless he has and uses formal authority to organize,
direct, or control responsible subordinates. Unless g
he conforms to this specification, he is a nonmanager.

^Robert Tannenbaum, "The Manager Concept: A Rational Synthesis,"
The Journal of Business of the University of Chicago, 22:240, October,
1949.
^Ibid., pp. 240-41.
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The term, or title, "coordinator" is found in many business
organizations.

It may range from low-level supervisory positions

up to the international levels of executive action.

Coordination is

not really a function; rather it is a by-product of effective
managing.
The services of managers (involving organization,
direction, and control) are necessary to coordinate
the specialized service-contributions of the units
which they head in the attainment of an enterprise
purpose.
The services of managers are needed for no
other reason.

•

The distinction drawn for the manager here does not differ
from the definition given in the Introduction of this study.
ever,

How

a restatement is advantageous at this point since the present

chapter will deal more specifically with managers and their points of
view.

The Leadership Factor
Cameron Hawley,

an ex-corporation executive, author of Executive

Suite, Cash McCall, and The Lincoln Lords, has stated that the quality
of leadership is the determining factor in every institution that
makes up our society.

There is an old saying that every great organ

ization is the lengthened shadow of one man.
appears to prove it true.

Reflection on this saying

Some man had a dream--a man, not a committee--

and that one man converted that dream into a reality by fighting,
battling, and driving through to the goal he desired.

A committee,

though it were composed of the greatest minds and most dedicated hearts

^Chester I. Barnard, The Functions of the Executive (Cambridge:
Harvard University Press, 1938), pp. 215-17.
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in the country, could not hope to match what ex-President Eisenhower
accomplished in his tour abroad in 1960.

u.

thing, focused on one man.

Leadership is a personal

10

A progressive and aggressive corporation must be a business
institution, not a social institution devoted to the all-out search
for the one-big-happy-family feeling.

This certainly does not mean

that employees are reduced to pawns in the corporate "chess game."
But it does mean that people can be treated with respect and dignity
and still be required to be accountable for their actions, good and
poor alike.
Leadership is not hired as a magical substance by itself—
it is a quality possessed by a person.

Therefore, the question really

becomes--what makes a successful top executive?

Answers which hinge

around such traits as courage, broad-gauge thinking, decisiveness,
are far too common and not really revealing.

The typical business

executive has difficulty in describing what he does and how he
acquired the necessary skills and abilities to perform his functions.
More insight can be gained, perhaps, if the various environments in
which the executive operates are examined.
One of the most important environments in which today's
executive operates is what might be called a value environment.
Recently there has been great concern over the influence of business,
particularly large-scale organizations, on the social character of
United States citizens (principally the middle class),

"Are

^ C a m e r o n Hawley, "The Quality of Leadership," Personnel,
37:14-15, May-June, 1960.
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organization men being developed?"
coordination,

In its demand for loyalty,

and unified action, is business developing a new kind

of citizen--a citizen who owes allegiance to particular companies,
to special areas, and to narrow interests that do not reflect the
total values of our society?

This is a very important value

consideration because the ultimate test of the usefulness of any
social institution lies in the kinds of people it produces.
Other environments are those of the company itself, the
organizational structure (hierarchy),
the decision environment.

the particular occupation,

Through all these environments the

executive's personality must persevere and survive.
personality is made up of many facets.
skills are:

The executive's

Some of the commonly cited

the ability to integrate, the ability to decide, mature

judgment, ability to project, orientation toward work, positiveness
and cooperativeness.

This last item is partially blurred by the

fact that executives are in competition with one another for higher
positions.

This competition takes place not only at the personal

level, but at the level of ideas as well.

The more of a "specialist"

the executive is, the more difficult it is for him to separate himself
from his "idea children."
Recently,

there have been questions raised as to the real

contribution of increasing numbers of staff specialty me n in the
managerial ranks.
increase in costs

Do such specialists pay their wa y relative to the
(overhead)?

The next section discusses this

controversy and attempts to draw some conclusions regarding these
g roups.
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C.

SPECIALIST VERSUS GENERALIST

The staff "specialist" and the line"generalist" were separated
in the business organization to gain the advantage of specialization
and concentration of efforts.

Most young people entering industry

are first used as specialists, hopefully for a quicker "pay-off" for
the firm.

More seasoned persons are sometimes brought in from outside

the firm as generalists, having originally proved themselves as
specialists earlier in their careers.

Yet, it is deceptive to lump

all management people into the categories of specialist or generalist,
staff or line, since it appears that there is some "gray" or over
lapping area between the two.
Harold F. Smiddy was urged that the study of management
recognize that it is made up of two parts: ". . . first, the people
who are managers, and second, the work that such people do to
obtain component or business objectives . . . 'Management' is a
catch-all (term), as generalized and unrevealing of content as the
label on a file cabinet drawer.

We need to study it to the limit of

our ability to separate its parts."

11

The investigation of the

specialist and the generalist should consider both of the factors
pointed out by Smiddy.
Most popular definitions of the job of managing are in terms
of making decisions.

However, the decision responsibility at any

level is an aggregate of several related responsibilities.

This

probably acts as a limitation to the renovation of executive jobs.

■^Harold F. Smiddy, "The Modern Science of Managing," Advanced
Management, 24:18, June, 1959.
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One responsibility is concerned with what to decide.

Another is

executing the decision, or getting things done by organizing
resources and motivating people.

This job, plus the burden of

responsibility for operating results, provides most of the usual
distinction between line and staff work.

The area of decision

making has been aided greatly by the emergence of the computer as a
business tool.

Regarding those who design, service, and operate

these new tools, Melvin Anshen, Carnegie Institute of Technology, had
this to say: ITThe professional experts in the new approaches will
occupy a position of growing significance in the organization and will
have an increasing influence on the whole system of information
processing and decision-making.

They will not, however,

mental top-management responsibilities,

assume funda

and they are not likely to

constitute a reservoir from which top-management personnel are drawn.”
The writer has observed this prediction come true in the
personnel actions of one sizeable American company.

Those in data

processing and computer service work tended to stay in this field even
though they were transferred to different locations or moved between
subsidiary companies.

Though these specialists sometimes had varied

backgrounds such as chemical engineering, or accounting, they (once
identified with the computer area) tended to remain in data processing
work.

The longer they remain, the more specialized they become and

hence opportunities to reenter the manager's "ladder of generalship"
become fewer and fewer.

19

These employees,

as others in specialty

Melvin Anshen, "The Manager and the Black Box," Harvard
Business Re v i e w , 38:92, November-December, 1960.
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fields, tend to develop "special" languages of their own.

The

increased use of consultants also brings a new vocabulary to the
ear of the experienced businessman.

The Communications Problem
This trend toward greater use of specialists presents a
problem.

How can the businessman-generalist understand what the

specialists are saying?

'

A first step in understanding what the

specialist is saying is to realize that most specialists are writing
principally for each other.
and scientific.

They exert great effort to appear precise

Many times the material is made more unreadable by

profuse explanatory footnotes and references for further reading.
Mathematical expressions and statistical tables are concise and can
hold much meaningful data, but they impede readability.
The useful aspect of technical language is that it is a
shorthand in which one word is picked by the people who work in a
field as a symbol for many other words, as a means of saving time.
The statistician does this frequently.

When he wants to say, "The

number which is repeated most frequently in a large group of numbers,
arranged according to how often each number is repeated," he simply
uses the word. . "the mode," which is a type of average.

Two

statisticians communicating with each other will understand the
term, but most managers would be left uninformed and be forced to
guess (or ask for a definition).
Managers who try to penetrate the language barrier in the
social sciences find obstacles which make even a more difficult
interpretation job than in engineering and the physical sciences.
Most words used are found in common usage in other contexts.
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Therefore, an identical word may have one meaning to a businessman
and another to the social scientist.
The social scientist often finds he is in status trouble.
On the one hand the physical scientist holds him in somewhat lower
regard than the mathematician, chemist, or physicist because his
field is less precise.

At the same time, the businessman is likely

to ascribe more scientific validity to his conclusions than is
actually warranted.

Yet, the specialist seeks the approval of the

scientific community most of all.
of the professional man.

This is the built-in loyalty

The specialist employed by the business firm

as a regular employee is t o m between loyalties since his livelihood
(at least temporarily) depends on the manager's approval and
understanding of his work.

Some specialists work out the dilemma

by writing or speaking two languages.
for their colleagues,

They write technical papers

and rewrite the same material in business

English for company use.

D.

AN OPTIMISTIC VIEW FOR A MANAGEMENT PROFESSION

Significant contributors to management literature have commented
on the tendency for business management to move toward professional
status.

Some of these writers are Mary Parker Follett, Lawrence A.

Appley, Edward A. Duddy, James A. Bowie, and Crawford H. Greenewalt.
They have cited several indications that business management is shifting
toward professional recognition.
the scientific approach,

These indices are, a greater use of

increased recognition of a service motive,

and the tendency toward group standards and action.
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Lawrence A. Appley states that there has been a specific
change in the character of management.

In past decades, it was

thought that ownership denoted managerial ability; however, the
current concept is to hire the best talent available.

Mr. Appley

cites a statement by Jervis J. Babb, President of Lever Brothers.
Mr. Babb points out that management is no longer in the hands of
the owner, but now is vested in the hands of a professional, himself
an employee of the company.

Mr. Babb believes that the professional

manager is driven by three things: first, that he wants to do a good
job and get recognition for it; second, that he has a desire to help
others; and third, that he has a desire for self-preservation.
must do a good job if he is to remain with the company.

He

13

A Scientific Approach
The manager of today is called upon to "develop and expand
the assets and realizations of the owners" because now he has the
skill, the competency, and the training necessary.^

The professional

manager is now applying scientific methods and principles to the
operational problems.

Sometimes professional management is referred

to as scientific management.

Mr. Appley believes the former term

should be reserved for those with specific qualifications and proper
preparation.

As the medical profession realized that exposing oneself

to some aspects of medicine in the drug store or the doctor's office

^ L a w r e n c e a. Appley, llManagement and the American Future,"
Readings in Management, ed. Max D. Richards and William A. Nielander
(Cincinnati: Southwestern Publishing Co.,- 1958), p. 3.

14Ibid.
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did not qualify one to become a physician, so it is recognized
that being exposed to management practices does not qualify one
to become a professional manager.

This means that even though a

person completes some prescribed course work in the academic world,
he cannot necessarily qualify as a manager.

When the qualifications

are satisfactory and the preparation completed, the test lies in
performance and results.
Certain concepts and specific activities are involved in the
shift toward professional management.
1.

2.

3.
4.
5.

These as listed by Appley are:

The development of a consciousness of exactly what
the activity of management is, of its basic processes,
and of what those processes involve.
Identification and recognition of the particular
skills required to apply the basic processes of
management to the management resources of money,
materials, manpower, and time.
Recognition that there are tools available to assist
in the application of management skills.
Identification of the personal qualifications
required by an individual in management.
Specific programs which inventory the qualifications
and capabilities of people in management and
for management, provide education, training, and
guided experience for management development
through both inside and outside sources; establish
measurements of the effectiveness of management
development. 5

What is involved in all these may not be readily understood
or agreed upon by management, but there are certain common denominators
for management.

The Management Personnel Development Research

Committee of the A M A has developed a li^t of standards of performance.
From these, the activities of management may be better understood.
the management is incompetent and poorly prepared, there will be a

15Ibid., p. 7.
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mediocrity of performance, and a highly competitive economy has no
place for mediocrity.

The competent manager also must be sensitive

to the moral obligation of the community.

The Service Motive
Almost 40 years ago, Mary Parker Follett presented a paper
concerned with the time when management would become a profession.
To most people the term "profession" has a connotation of science
and service.

According to Miss Follett, the term "service" did not

simply mean "Service with a smile," or "Service is our business."
These services are not the self-sacrificing type of service that Miss
Follett believed was required of a profession.

She stated that

service in terms of a profession meant reciprocal service— the give
and take of life.

Even a more accurate picture of business activity

than reciprocal service is the term function.

This term is more

nearly correct because not only is the business serving the
community, but because it is "also partly responsible for there being
.,16
any community to serve."
The application of a proven and systematic body of principles
and knowledge is characteristic of the professions.

Another impli

cation of a profession is the love of the work itself.

The pro

fessional, the artist, and craftsman have aimed at this satisfying
experience and perhaps this is becoming true of the businessman.

l^Mary Parker Follett, f,When Business Management Becomes a
Profession," (Reprint of her November 5, 1925 paper), Advanced
Management, 20:23, July, 1955.
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Group Action
The standards of professional conduct have been developed
through groups or organizations of professional associations.

The

professions are probably ahead of business because their codes of
conduct are group codes.

Members of the professions must follow the

standards if they are to earn and keep the respect of their members.
One step toward management's becoming a profession is that managers
now have associations,

and the members have only one major objective

wh i c h is foremost in their minds w h e n their associations gather.
They seek to find out how they may perform their functions better.
Through these associations managers may arrive at a "group code,"
In working toward their primary objective in their associations,
the group seeks to:
1.
2.
3.
4.
5.
6.

7.

Establish standards
Maintain the standards
Improve the standards
Keep members up to standards
Educate the public to appreciate standards
Protect the public from those individuals who
have not attained the standards or willfully
do not follow them.
Protect individual members of the profession
from each o t h e r . ^

These sub-objectives of the professional associations provide the
professions w i t h a corporate responsibility.

In discussing these

responsibilities, Miss Follett stated that the businessman could
learn a great deal from the established professions about enacting
and maintaining standards.

17Ibid.
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In maintaining standards, the ideal loyalty of the professional
is not to the company, but to the work.

The loyalties of an architect

rests primarily with the profession and secondarily to the firm.

A

person may change jobs or firms; but, if he is a professional, he will
be bound to the standards of the profession.

It is recognized that

sometimes the standards of the professional may be in conflict with
the standards of the firm, and serious trouble may result.

The

demands of the profession cannot be altered, or a lowering or possibly
a destruction of the standards may result; and if the manager does not
stick by standards, he may lose his professional status.
One way in which a profession can educate the public is to
adhere to the standards and not necessarily give the public what it
wants.

Miss Follett quotes Oliver Sheldon as saying that management

recognized the will of the public alone as master.

Miss Follett

does not agree since she believes that the public may have to be
educated to appreciate certain standards.

Service to the public does

not mean automatically obeying the will of the public.

The pro

fessional is not content with just practicing his profession, but he
is "to extend the knowledge upon which that profession is based."

18

Business management must not be satisfied with present standards, but
must go further toward new and better standards.

The Necessity of Profits.
Although business techniques are not as well defined as those
in some of the older professions such as medicine, there is an

•^ I b i d . , p. 24.
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increasing demand for managers with academic instruction in the
techniques of management.
training and proficiency,
business management.

Considering only the technical side of
there may be, at present, a profession of

Realizing that a profession needs a code of

ethics, Professor Duddy does not rate management as a profession with
out some reservation.

In support of his philosophy, Duddy says that

. . . "the primary consideration (is) the efficient use of resources."

19

He further asserts that the primary test of a manager's ability and
capacity is measured by his ability to earn profit for the company
owners.

But there is nothing unethical in making a profit.

Therefore,

owners deserve profit in order to be compensated for their risks.
Professor Duddy does believe that there is progress toward the
time w h e n management will become a profession, noble in action and
practical in service.

Admittedly this will require powerful leader

ship, with continuous effort toward a higher standard of ethics.
"Here,

then, is the opportunity for enlightened and public-spirited

management to raise the ethics of the profession."

20

A n Economy of Abundance
Mr. Ralph Cordiner, President of General Electric in 1956,
ended his series of three McKinsey Foundation Lectures at the
Graduate School, Columbia University, with a lecture entitled, "Breakthrough to the Future."

21

Mr. Cordiner finds the present particularly

• ^ E d w a r d A. Duddy, "The Moral Implications of Business as a
Profession," The Journal of Business, 18:71, April, 1945.

20

I b i d . , p. 72.

21

Ralph Cordiner, New Frontiers for Professional Managers
(New York: McGraw-Hill Book Company, 1956).
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challenging to the professional manager because America is at
the forefront of the industrial experience to guide the professional
manager since rapid technological advances appear to gain the major
interest in the United States.

In this breakthrough from the

"economics of scarcity into the economics of abundance," the pro
fessional manager has as his responsibility (and opportunity) the
leadership and creative vision necessary to hand1 b the situation.
And through the recent discipline of modern business planning, the
professional manager needs to be able to influence and not just
adapt to the environment.
Hr. Cordiner further states that in anticipating the needs and
wants of the public and being efficient in serving them, the public
may look to a particular company for a product or type of products.
Such a company may earn a great share of the market, therefore, by
completely ethical and lawful means.

Even so, some competitor may

insist that this is bad for the American economy and try to convince
the government to impose some limitation on this successful firm.
What should the professional manager do in a situation like this?
Should the successful innovation be held back out of fear, or
should prices be raised to protect the less efficient?

This dilemma

may be compared with a research scientist who has just made a discovery
of some vaccine that will help prevent much sickness or save lives.
The new formula will be sold, no doubt, by a single drug firm, at
least at the outset.

Should sales be held back or permitted only at

a reduced volume until other firms have similar drugs ready for the
commercial market?

The answer becomes clear as the analogy is

considered; leadership brings progress, both personal and corporate.

131

A n Encouraging Theme
Dr. James A. Bowie voiced a theme of optimism in 1930 w hen
he remarked that industrial management is a prodigal among the
professions.

There appears to be no function of equal intricacy and

social importance that is without the support of a professional
status.

However,

the atmosphere of individualism is never friendly

to standards and ethical rules.

But the situation is changing from

irresponsible behavior to various sorts of groups functioning with
more stable and responsible action.

Dr. Bowie went on to say, "If

only as a disciplinary force in the complexities of modern industry,
a profession of management, w i t h many specialized subdivisions,
should be welcomed by all."

22

Some evidence of the need of the use of professionals in
business has been evidenced by the growth of accountancy,
psychology and insurance.

industrial

A research project was carried out by the

Bureau of Business and Economic Research at Georgia State College,
and the results were published in May,

1963.

The topic of the study

was the desirability of a professional designation for salesmen;
the reaction of 116 marketing professors were noted.

The conclusions

of the study cited that a slight majority of the professors favored
a program w hich would lead to professionalization of selling.
thought significant

It was

(by the researchers) that 40 per cent saw no

value in such a program.

A n y program to improve the professional

performance of salesmen would require strong support of the academic

22James A. Bowie, Education for Business Management
Oxford University Press, 1930), p. 60.

(London:
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community.

But strong support appears lacking.

It would seem,

therefore, that a program leading to a professional designation
for salesmen is unlikely to materialize in the foreseeable future.

23

It is worthwhile to note that the Chartered Life Underwriter (CLU)
program for life insurance salesmen has been very successful and
should soon rank with the CPA for professional status.
In the realm of advertising, Robert W. Wilde, Lecturer,
City College of New York, has said that painstaking craftsmanship is
the mark of the real professional.

Top performance must become

as much a habit with the professional as excuse-making and inability
to deliver becomes a habit with those who are less self-demanding.
Therefore, "pride of craftsmanship, pride of workmanship, pride of
authorship, . . . the student who cultivates this quality within
himself is well on his way to becoming tomorrow's real advertising
(professional),"2^
A few years ago Crawford H. Greenewalt, a senior executive
with E. I. duPont DeNemours & Company stated that management was well
on its way to becoming a profession.

Some factors contributing to

the slowness in reaching this goal were also noted.

Achievement in

the business executive area is much less spectacular than comparable
success in many of the professions; .i..e., the scientist who wins
the Nobel Prize.

The more effective the man is as an executive, the

more his own identity and personality blend into the background of his
organization.

It is a paradox.

The more able the man, the less he

^ D a v i d J. Schwartz, "A Professional Designation for Salesmen?"
Research Paper No. 26, Bureau of Business and Economic Research, Georgia
State College, Atlanta, Georgia, May 1963, p. 23.
2^Robert W. Wilde, "What Makes A Real Pro?" Printers' Ink,
May 31, 1963, p. 62.
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stands out, the greater his relative anonymity outside his
own immediate circle.

This may account for poor historical records

of business development as an occupation of national importance.

25

As others have noted, Greenewalt stated that money is losing
some of its gross appeal due to this country's progressive tax
structure.

Thus, other attractions must be found.

Perhaps the only

solution will appear through enhancing the prestige of an executive
career as a professional person.
group.

Prestige originates within the

The world's opinion is generally a blurred reflection of what

we think of ourselves.

Prestige will come as people begin to under

stand and appreciate the contributions of business to the social,
cultural,

and spiritual advancement of America.

26

The remarks of Wilde and Greenewalt, unfortunately,
platitudinous.

are too

The category of a profession is too demanding to be

satisfied by such thinking.

The goals must be firmer and more formal,

the disciplinary group must be respected and vested with power, and
great changes must occur in our economic system for business to become
a true profession.

E.

A PESSIMISTIC VIEW F O R A PROFESSION OF MANAGEMENT

To present the negative side of the argument regarding the pro
fessionalization of management, other writers must be consulted.

Some

of the writers presenting a pessimistic view for a profession of
management are Peter F. Drucker, Paul Donham, Vannevar Bush,

and

25crawford H. Greenewalt, "The Management Profession," Advanced
M anageme nt, 20:6-7, December, 1955.
26Ibid., p. 7.
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R. R. Cunningham.

The general view shared by these men is that the

business manager's primary job is to manage an economic institution
so that it will prosper financially.

The central motive, therefore,

must be economic justification rather than humanitarian service.

The Economic Manager
Some writers have described the manager primarily in economic
terms.

Professor Drucker points out that management is not a

profession but a practice.

One reason for this is that management's

first function is economic performance, and the manager's first job
is managing an economic institution.

These skills and competencies

are peculiar to the business enterprise and cannot be transferred to
another type of institution.

Although the work of the manager can

be systematically analyzed and classified, it is not an exact science.
There are, however, certain distinct features of the scientist and
the professional which are present.

By the systematic study of

principle and analysis of his own performance, the manager can improve
his performance.
Since the ultimate test of a manager is his business performance,
any attempt to make it a profession or science would ", . . lead to
the attempt to eliminate those 'disturbing nuisances,' the un
predictabilities of business life— its risks, its ups and downs, its
'wasteful competition,' the irrational choices of the consumer--and-the economy's freedom and its ability to grow."

27

Professor Drucker

further believes that no greater danger could come to our society and
economy than to try to license or professionalize management.

27peter F. Drucker, The Practice of Management (New York:
Harper and Brothers, 1954), p. 10.
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Throughout history, despite their contributions to the
economy, businessmen have been placed at a low position oh the
status ladder, particularly in relation to the traditional pro
fessions.

In the United States, despite President Coolidge's pithy

comment that T,the business of this country is business,1* the business
ma n has lacked the respect of the professional man.
robber barons have not helped matters much.

Tales of the

During the depression

years of the 1930's, business and businessmen became convenient scape
goats for reformers, radicals, socialists,

and do-gooders who wanted

to change the world according to their own vision of Utopia.
In v iew of this position, businessmen,

and those interested

in business, have naturally sought the means whereby they might
climb the ladder to a higher position.

The goal appears to be either

displacement of those at the top of the ladder, or at least a status
equal to those at the top.

Concern over "professional managers" has

arisen as business has changed from owner-manager to hired-management,
as the organization ma n took the place of the entrepreneur.2®

The Criteria of a. Profession
In a preceding part of this study the criteria of a profession
were discussed.

They are body of knowledge, motive of service, use

of trained intelligence,

ethical conduct,

association to promote aims,

and enforced standards of admission and membership.
does business administration contain these elements?

To what extent
As far as a

body of knowledge is concerned, one only has to review the curricula

2®Paul Donham, "Is Management A Profession?",
Review, 40:62, September-October, 1962.

Harvard Business
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of undergraduate and graduate schools of business to find wide
divergencies and disagreements as to the kinds of knowledge required
for a degree in business administration.
A second fundamental, a code of ethics, is a way by which
the public can attempt to judge an occupation as a profession.

To

a great extent, public confidence in any profession is based on the
adherence of practitioners to a rigid code of ethics and conduct,
along with the prompt disciplining of those who violate this code.
This element does not exist in the field of business administration.
There are thousands of business executives who have a high sense of
ethics which governs their business conduct, but these are personal
standards arising from their background.
A third point--a recognized educational process and admission
standards— has no relevance to general business administration.

The

business manager can come from all kinds and all levels of education,
and he may have no formal education at all.
Fourth, no professional association or organization as such
exists for the business executive.

There are trade associations,

but these are basically lobbying organizations, or educational groups.
All of this leads Mr. Donham to conclude that:
1. Business (management) is not a profession.
2. Business (management) cannot be a profession.
3. Business (management) should not attempt to 'pass'
as a profession.
It has been clearly demonstrated that business is not
a profession.
Equally clear it cannot be a profession
until a body of knowledge is developed and agreed upon,
until standards are established for admission to and
maintenance of professional status, and until executives
adhere; obviously these requirements can never be met
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unless our economic system undergoes revolutionary and
unforseeable changes . ^
In even stronger words, Mr. Donham comments on the conflict
in the executive between the "dual role" of businessman and pro
fessional.

If the executive confuses his roles,

professional role is a false one;
untruth.

and he must,

it is because the

therefore,

live an

Donham continues, "The public at large has become convinced

that, particularly in the case of the big businessman, there is
something there, something over and above just being a businessman.
I have attempted to convince the reader that this something over and
above is just a delusion.

. . .

There remains the job of convincing

the public that businessmen are not professionals,

that they do not

place service above personal gain, that their primary devotion is
to the dollar,

and this is as it should be."

Vannevar Bush,

30

in contrasting the business world w ith the older

traditional professions,

states, "It is not fully recognized that the

profession of management exists.

For those who believe in our system

and those who would perpetuate it, there is no more rewarding effort
than to see that this recognition becomes general and real.
does not mean organization or propaganda.

This

It means in essence,

that

the professional attitude will be enchanced and emphasized wherever
me n of business gather."

^ I b i d ., p.

31

66.

30I b i d . , p. 68.
3 -^Vannevar Bush, "The Managerial Profession," Management R e v i e w ,
50:37-8, June, 1961.
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Mr. Bash's comments appear to be vague and overly general
("The life of a professional man").

He offers no proof that manage

ment practitioners meet any kind of established professional criteria.
Yet Mr. Bush infers that a profession management has developed.
Six months prior to the publishing of Mr. Bush's comments
referred to above, Ray R. Cunningham published an article entitled
"The Personnel Manager - A Professional?"

It would seem apparent

that the personnel manager would or should be a professional man by
training and practice.

The personnel manager has the responsibility

for securing, placing, and coordinating the manpower for the firm.
This vital responsibility would be best discharged by an individual
with high intelligence, analytic reasoning ability, high ethical
standards, and a motive of service— the characteristics of the pro
fessional.

Yet, Mr. Cunningham states:

. . . the position of the present personnel man must
be changed. This change is possible only through a
certification system copied from a group like the CPA's.
The respect, the dignity, and the remuneration due to
a man of this status, will not be awarded until these
things have been accomplished.^
Mr. Cunningham appears to stress what the personnel manager will
receive through a certification system.

It seems necessary to think

of what the personnel man must produce to earn professional recognition.
In brief, he must satisfy the five basic elements of a profession out
lined in the Introduction and developed further in Chapter Two.

Simply

copying a certification procedure is not sufficient for true professional
s t anding.

^ R o y R. unningham, "The Personnel Manager - A Professional?",
Personnel Journal, 39:271, December, 1960.
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What are the current views of top executives regarding manage
ment as a profession?

In an effort to find a synoptical answer to

this question, the author surveyed a small number of pre-determined,
well-managed companies.

The results of this survey will be analyzed

in the following section.

F.

SELECTED COMPANY PRESIDENTS SPEAK: A SURVEY

The American Institute of Management sponsored a study of
business which became a book titled The Appraisal of Management,
published by Harper and Brothers in 1962.
book,

In an appendix of this

73 companies are selected as being excellently managed

companies.
In a token effort to get an idea of the current thinking of
top executives in recognized companies,
companies from the total of 73.

the writer selected 25

These 25 represented every industry

available within the original group of 73.

Since the sample was very

small and not drawn on a random basis, no probability predictions may
be made from the results.
Presidents of the selected companies were written directly using
a cover letter, an attached questionnaire (both of which appear in the
Appendix),

and an addressed return envelope.

The cover letter indicated

about a two-week period for response, and those who responded adhered
to this period quite well.
selected.

Returns were 44 per cent of the executives

All replies have been treated as confidential; only

statistical results will be presented and remarks will not be
*
identified as to originator.
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The questionnaire was titled, "Top Executive Study on Pro
fessionalization in Business Management.'*

Ten questions were used,

plus a final item where the respondent could indicate his desire for
a copy of the statistical results.

Each item will be stated in order,

and will be treated as a subsection.

Item One
"Do you believe that business management is a profession now?
33
27%

Yes

73%

No

Why?"

Those who responded affirmatively explained that management
is a career, and individuals prepare for it as do other professionals
for their careers.

The respondents replying in the negative stated

that there are no recognized standards for qualification, no licensing
regulations, and it (management) cannot be taught in the same way that
a true profession can.

The writer believes that a body of knowledge

is growing in the field of management, and is becoming more consistent.
Therefore, management is a discipline which is becoming more easily
taught.

Item Two
"In order to be considered a profession, business management
must

meet

which of the following criteria?"

63%

a. Use of formally trained intelligence.

27%

b . Optimum profit position as the goal.

63%
’

c. Application of the methods and the results of scientific
advances.

^Percentages shown are based on the total response as 100
per cent.
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18% d .

Application of marginal cost/revenue analysis to production
or service.

45 % e.

Motive of service to society must exceed motive of service
to self.

27% f.

Membership in an association which contributes to advances
in the field.

54% g .

Allegiance to a code of ethics.

The prevailing opinion of the presidents agrees wit h the
majority of the wf'iters in the area of defining the criteria for any
profession.

Criteria ''a", "c", "e", and "g" comprise the most widely

agreed-upon statements.

It is probably significant that criteria "e"

was less favored than the other "right" responses.

The ambivalent

allegiance to profit and service had a chance to reflect itself in this
particular response.

Item Three
"Some writers of business articles have commented that as long
as the free enterprise system exists wit h its

’open economic opp o r t u n i t y , 1

a profession in business management is impossible.

Do you believe this

statement is true?"
Thirty-six per cent of the respondents said, "Yes," forty-six
per cent said, "No," and eighteen per cent offered no opinion.

The

group replying affirmatively reasoned that freedom (of entry and egress)
is implicit in the free enterprise system,
within the system.

thus no strict control exists

The group responding negatively believed that changes

in ownership, business complexity,
fessional management mandatory.

and severe competition make pro

A n interesting observation concerning

the responses to this item is that there are two opposing factions
with no one taking a moderate or middle approach.
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Item Four
"Businessmen often use different terms or define the same
terms differently.

Do you believe that this has any bearing on

business as a profession?"

82%

Yes

18%

No.

No explanatory

comments were added by the respondents to the response for this
item.

1
I

Item Five
"As an executive, do you use tested theories or principles
to aid you in your job?"

100%

Yes.

This was the only item where complete agreement was reached
by all respondents.

Examples given, however, were rather vague.

In

summary form, the executives said they used tested theories to aid
in making financial, production, personnel, and organizational
structure decisions.

Greater accuracy was said to be the result of

using such theories.
It was interesting to note that most of the comments made
as examples referred to business functions rather than to managerial
theory.

Perhaps this is an indication that the top executive is

inescapably concerned with operating problems as a previously cited
survey pointed out.

Item Six
"Do you believe that business has developed an adequate and
consistent body of knowledge?

27%

Yes

82%

No.

34

What is

the basis for your opinion?"

■^One respondent checked both "Yes" and "No," therefore, the
total percentage of both categories is greater than 100.
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The response to this item correlates well with response to
item one relative to the current achievement of professional status
by the manager.

Comments made as the basis for opinions were very

similar regardless of the opinion checked.

In surveying the pattern

of remarks from those checking ,rYes," the author gets the impression
that this group would have preferred to check,

"No - wit h exceptions."

No respondent simply said, "Yes," without some modifying comment.

Ite m Seven
"Deviation from standards and lack of self-regulation produces
government intervention in business.
18%

Moderately

18%

Slightly

How harmful is this?"
18%

Not harmful

46%
9%

Very

Do not

know.
Overall,

it appears that executives are very aware of government

intervention and the relation of self-regulation to such state control.

Item Eight
"In 1924, at Cleveland, Ohio, the Chamber of Commerce of the
United States adopted a 15-item list entitled,
Business C o n d u c t . 1
9%

Yes

0%

'Principles of

Do you agree wit h this list of principles?"
No

Ninety-one per cent of the respondents wrote in that they had
not heard of the list,
or disagree w i t h it.

and, therefore, were not in a position to agree
The point of including this item on the question

naire was to check the statement made by the United States Chamber of

35

Total percentage exceeds 100 because one respondent checked
more than one category.
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Commerce at the adoption of the list.

At that time, it was said

that these principles of conduct were basically agreed upon and
recognized by United States businessmen at large.

This list is

written in broad terms, and, as principles, should be as applicable
today as in 1924.

It seems rather unusual that they have not been

reemphasized, reprinted, or revised by the Chamber of Commerce so
that businessmen would at least know such a list exists.

Item Nine
"A corporation is an entity, a 'person1 under the law.

In

what way does this affect the executive's obligations or responsi
bilities 2"
Eighteen per cent left this item blank.

Most of the respondents

grasped the implication of the question very clearly, _i. e ., that
merely because the executive is part of a corporation, he is not
relieved of his ultimate responsibilities.

However, some replies

indicated that the corporation was some overpowering but. poorly-defined
entity which absorbed all responsibility for its members.

Item Ten
"Does business have a fundamental obligation to educate the
public

on goals, general policies, and basic economic facts?

64%

Yes 36%
The "Yes"

The public needs

No Why?"

group gave

the following reasons fortheir answer.

to know inorder to exercise proper judgment of the

actions of business, labor, and government.

This group also believed

such educational efforts would help establish a favorable climate for
business.
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The group replying negatively believed that such an education
is not a fundamental responsibility of business.

Much important

economic information must be kept confidential for competitive
reasons.
Most respondents, on both sides, answered with reserve
regarding disclosure of economic data to the public.

Such reserve

is a normal reaction since competition must be considered.

Those

who replied, "No,11 influenced perhaps by the term "fundamental
obligation" in the question, were quite adamant in their response.
A brief summary of the survey results may be expressed as
follows:
1.

These executives appear firm in the belief that management
is not now a profession and that an adequate and
consistent body of knowledge has not been developed.

2.

This group seems to agree generally on the 4-point
criteria cited by many writers as being needed to
define an occupation as a true profession.

3.

The ramifications of free access into the business
world in this country are apparently not clear to the
respondents relative to the limits of a profession.

4.

Some inconsistency appears as the group (82 per cent)
states that terminology in management is confusing, and
then declares (100 per cent) that tested theories or
principles are being used to aid in making decisions.

5.

Deviations from standards is recognized as the clue for
future government intervention.

6.

Majority of executives are firm in the belief that
the corporation is not a "shield" for the actions and
responsibilities of the manager.

7.

The group appears convinced that business does not have
a "fundamental obligation" to educate the public on goals
and economic facts, but that giving the public some
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knowledge of the businessman's philosophy and the
worth of the free enterprise system is a worthwhile
venture.36
A Comparative View

,

1
To have a comparative view for the questionnaire results,

“

the author had an interview with Dr. Paul A. Fabry, Managing Director,
International House, New Orleans, Louisiana on March 28, 1963.

Dr.

Fabry, who was born and trained in Hungary, has traveled extensively
in Europe and worked for several years with a large American firm
having overseas operations.

When asked if he believed that business

management could become a profession, Dr. Fabry's answer was, "No,
why should it?"

In elaborating on this position he stated that the

managers of today, and certainly those of the future, face increasingly
complex problems.
used.

Broader and broader views and talents must be

This is directly opposed to specialization.

The traditional

professions today have difficulty defining whether a psychologist
is a professional or not, from the psychiatrists' point of view.
the chiropractor a doctor?

Is

The physicians and the American Medical

Association say, "No."
Dr. Fabry was asked if the businessman, should be classed as a
professional to do his job better?

He replied negatively, and pointed

out that there are non-college graduates managing smaller companies
with unquestionably fine ethical codes and personal conduct.

At the

same time, there are superbly educated managers who are unethical
and unscrupulous in their business dealings.

Educational criteria alone

cannot be the answer to professionalism.

•^The January, 1963 issue of Dun's Review and Modern Industry
presented a listing of the 10 best-managed American companies. Only
two of these were not included in the group surveyed by the writer.
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Increased international competition has been observed by
managers for the past several years.

Improvements in technology

taking place in foreign countries have accelerated industrial progress
in those countries.

The next section of this chapter will discuss

the workings of management and the respective place of the manager in
society for selected foreign countries.

Striking differences in the

managerial point of view will be noted as the philosophies of the
managers of different countries are discussed.

G.

THE OVERSEAS MANAGERS' POINT OF VIEW

The overseas firms are improving in their efficiency and
productive capacity--especially in Europe.

Reports of this progress

come from all sides--radio, newspapers, trade journals,
international business consultants,

etcetera.

reports from

Paul R. Miller, Jr.,

a McGraw-Hill representative, published an eyewitness report in
1959.

An appropriate beginning for this section would be to cite

some of the thoughts of European businessmen as they consider America
and American businessmen.
To Europeans, America was a sleeping giant that
suddenly awakened in 1941.
It poured arms and lives,
then money, new machines, methods, and consultants into
Europe.
This policy of the U.S.A. was and is one of
the greatest successes in history.
But during the early
post war years, many proud European businessmen came
to be a little resentful of their benefactor and
wished they did not have to depend on handouts of.Yankee
treasure and know-how.
Now, much of the resentment has vanished.
Europe
is healthy again.
Gold reserves are climbing; cur
rencies are convertible or nearly so.
Industry is more
modern, more efficient, more competitive.
The European
can talk to the American businessman as an equal.
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The Europeans realize that in their fast-expanding
market of some 300 million persons they have something
the Americans want and need. And there is a tinge of
superiority in their belief that European technology
and research may be ahead of ours. Why else would
Europe be crawling with U.S. research directors scout
ing for new products and new techniques?
. . . Yet the idea that the U.S. business community
leads the world in management and marketing technique
is still deeply ingrained.
Even the most anti-America
manager . , . believes he can learn from the U.S.A.*^
A more recent article relates the prevailing comments heard
in an extended tour of 16 different countries in Europe.

The general

feeling of the persons encountered was one of optimism, vitality,
and a sense of destiny.

The consensus was as follows:

The United States had to assume a position of leader
ship in world affairs before you were ready for this
leadership. You have made many mistakes in exercising
this leadership, and we are reluctant to trust you
with the control of our destinies and the future. We
know you spent $100 billion on foreign aid, and most
of it went to Europe.
But you benefited from it also;
we didn’t go Communist. Now, we are strong and are
no longer dependent upon you for help and assistance.
We want to go our own way; if you want to go with us,
fine. If not, you go your way and we will go ours. °
With these thoughts as a synopsis of European progress in
business and attitude toward advancing their own national economic
status, the views of particular European businessmen may be
considered.

Sharp National Differences
Sharp differences may be noted in various European countries
regarding the working of the managerial system.

France has a severely

Paul R. Miller, Jr., ”Management and Managers in Europe Today,”
The Management Review, 48:21-22, August, 1959.
3®Leon C. Megginson, "Lessons from Europe for American Business,”
The Southwestern Social Science Quarterly, 44:6, June, 1963.
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stratified society in which vertical mobility is quite restricted;
and the status of management,
low.

except the select top group,

is fairly

Belgian society is more open, and Belgian business carries

greater prestige.

In Britain social mobility is greater than in

central Europe, but management is distinctly lower in status hier
archy.

Only Germany approaches the United States' pattern of social

respect for business standing and reasonable chance for the competent
individual to move up the business ladder.
education,

Even in Germany, however,

and especially family background, play a major part in
OQ

the progress of most executives.
The accepted criteria for executive competence and the routes
by which men reach the top are very different among these four
countries.

In Germany the password is "Beruf," an entrepreneurial

"calling," a quality which may be aided slightly by education but
which fundamentally a man either has or does not have.

Of necessity,

hired managers are increasingly used, but in selecting and training
them the emphasis is placed on finding and stimulating the "entrepreneurial type."

40

France, on the other hand, gives first position to the technocrats--the highly educated, brilliant graduates of the leading
engineering schools who move with considerable mobility at the top
echelon of business as hired executives.

In Belgium the technocrat is

also in command; however, government careers are held in distain.
Thus, the manager rises through the ranks of industrial firms.

Also,

w ith no institutions comparable to the French engineering schools,

^ D a v i d Granick, The European Executive (Garden City, N . Y . :
Doubleday & Co., 1962), as briefed in The International Executive,
4:23, Summer, 1962.

40ibid.

the
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university

educations of top executives are quite v a r i e d . ^

British top management is the realm of the "amateur.”
The idea that either a technical training or entrepreneurial
capacity are critical to managerial success is unacceptable.

The

credentials are rather "character" and capacity for broad, un
hampered thinking.

University training is not particularly important,

since many executives start with no college education.
The data produced by Granick was secured from interviews
with executives of about 100 companies during 1959.

Conversations

with union, government and educational representatives supplemented
the basic material.

It is noteworthy that the national resource

position of these four countries has affected their view of what
a manager should be.

Germany, with vast, under-exploited resources,

searches for the "entrepreneurial" type; Britain, lacking almost all
basic resources and thus forced to negotiate for imports, desires
the broad-thinking type; France and Belgium, stretching to get the
utmost from their limited resources, place greatest emphasis on the
technical man.

Thus, the national situation regarding industrial

development and resources internally available flavors the thinking
of what is needed in a businessman.
Most North American middle-managers have had some exposure
to a wide range of business ideas and techniques throughout their
educational experience, both institutional and on-the-job.

Generally,

European universities have not been interested in nor active in
education for business management.

^ Ibld., p. 24.

Outside the traditional professions

of medicine,

theology,

science,

law, and teaching, the concept of

European university education seems

generally to have been devoted

to the pursuit of knowledge for its

own sake. As a result of these

attitudes,

it has been virtually impossible for European university

students to study business administration.
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W h e n the young European actually enters a company, he often
is denied the opportunity of getting the broad knowledge of business
institutions, procedures,

and objectives characteristically secured

by North American middle-managers. Much European
is surrounded by a cloak of deep secrecy,

and

business operation

the cloak is intended

to hide information about the business not only from outsiders,
43
but also from many people within the company as well.
This secrecy partly results from the fact that the great
majority of European businesses are family-owned or very closely
held.

The management-labor relationship is one key; there is less

social democracy in Europe than North Americans are used to.

European

labor is seeking social power and social status, and the business
manager is striving to retain his power.

Risk and Personal Fortunes
Most United States businessmen accept implicitly the desira
bility of business growth and are relatively unconcerned about the
matter of risk in investment.

Generally they focus attention on

anticipated increased earnings and assume the future will be prosperous.

^ D w i g h t R. Ladd, "Management Training in Europe," The
International Executive, 4:21, Summer, 1962.
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Most European managers have an over-riding concern for risk and seem
to ignore large potential for future earnings in favor of a hedge
against loss of capital.44
Success is a desirable personal objective for a North American
since it leads to financial rewards and related social rewards.

Power

and prestige for the European businessman come from many sources in
addition to his business.

There is less incentive for him to strive

for growth, especially when such striving involves risk to personal
wealth rather than to the impersonal wealth of a multitude of share
holders.

"Risk of a personal fortune may loom large indeed when it

has existed for several centuries and involves many social and
political rights and responsibilities."4^
The average European company resembles the American familyheld company and, therefore, has many of the same characteristics.
There is a high degree of secrecy in the conduct of its affairs,
concentration of power and knowledge of the total business is in
relatively few hands,-and there is a strong entrepreneurial instinct
in the general management group.

There also appears to be a lack of

public disclosure of financial affairs and perhaps a fair degree of
nepotism.

The Training of Managers
The training of managers in Russia has been briefly reported
on in Nation*s Business.

Questions were sent to Sergei Antonov, Vice

44 Ibid., p. 22.
4^Dwight R. Ladd, oja. cit. , p. 22.

153

President of the Economic Council of the City of Moscow.
is also a leading expert on management training in Russia.

Mr. Antonov
His

answers were in generalities for the most part, but some replies were
useful.

In part, they were:

"Many present (Soviet)

industrial

executives acquired their higher education after working hours,
attending evening engineering colleges or taking correspondence
courses.

A source of leading personnel for industry is the millions

of specialists employed in it, now numbering more than 6 million and
possessing a higher or secondary education in their field.

There

are 767 colleges for training specialists in the Soviet Union with
an aggregate roll of more than 2 m i l l i o n . " ^
Since this article was published, the United States has learned
that technical training afforded the majority of students in the above
figures is comparable to a junior college level curricula.

Since

Russia is not overly concerned with motivation as a personally
generated force, her managerial training programs do not feature
human relations and organization study.

Supervisory Ratios
Though a comparison of raw statistics on number of managerial
(supervisory) people in like-size United States and European companies
is enlightening,

it can be misleading.

executives have more formal training.

On the whole, European top
"It's nearly impossible for a

European to get to the top of his company unless he has at least two

^ " H o w Russia Trains Her Managers," N a t i o n 1s B u s i n e s s , 46:50,
M a y , 1958.
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degrees.

Most top managers have Ph.D.'s."

There are about five

men for every three jobs; however, once a manager is. hired, he is
seldom fired.

The company will find a place for him to preserve

his status in the community.

European companies probably have as

many middle managers as United States companies do, but there are
fewer top executives.

These top men wield great power, since the

boards of directors are relatively weak.

48

A Body of Management Knowledge
If a body of knowledge is to be developed, it appears likely
that it will be built on the contributions of many specialists, but
synthesized by management scholars.

The codification may take many

years; witness the development of the body of knowledge in medicine.
One author has pointed out that the development of a codified body
of management knowledge must come from a group of scholars such as
are found in the American Academy of Management, "For, although
the practical businessman may notice these phenomena, he is too
involved with the daily press of decision making to evolve the
necessary principles."

49

There is one danger in entrusting the codification of a body
of knowledge solely to scholars.

That danger lies in the separation

of the scholars (researchers) from the actual business situation where

H a n s Treuenfels and William J. Biehl, "The European Manager—
The Man, His Job, The Challenge," Steel, 150:39-40, January 22, 1962.

^ I b i d ., pp. 40-41.
^ L e o n C. Megginson, "The Pressure For Principles: A Challenge
For Management Professors," Journal of the Academy of Management,
1:7-12, August, 1958.

V,
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the data is being created.
eventually,

The fundamentals,

the theories,

and

the principles must have relevancy to the functioning

business firm and its actual problems.

Only in this w a y can the body

of knowledge have value and be accepted by business practitioners.
Valid management practice may be more international than
national if real universality of application is the aim.
practice of management is young,

The

and pride of authorship and some

times the almost unintelligible vocabulary of the specialist have
a retarding effect.

As management practices mature,

no room for nationalism or mystery.

there should be

In a significant article by

Professor Kurt Junckerstorff, a plea has been made for the creation
of a W orld Management Institute.

In his summation, Professor

Junckerstorff says:
The organisational and practical problems to be
solved are formidable and of vital importance for the
future of our young science.
What medicine and juris
prudence were able to reach in the course, of a long
development, management must master in a relatively
short time--that is, the setting up of a field of
study, organically complete in itself, and based on
a universally recognised terminology. 0
Fittingly, Management International is published under the
auspices of the International University Contact for Management
Education in cooperation wit h CIOS

(Comite' International de

1 'Organisation Scientifique) and others.
English, French, German,

and Italian.

All articles appear in

The purifying effect of

translation into other languages and the controversy of terms

■*®Kurt Junckerstorff, "Management - an International Science,"
Management I n t e rnational, No. 5-6, November-December, 1961, p. 152.
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produced by this work should yield positive results in the building
of a body of management knowledge.

H.

SUMMARY

Although this chapter includes views currently held by
theoreticians, teachers, and businessmen, the thoughts of business
men are emphasized.

Part of this emphasis is based upon the results

of a questionnaire mailed to selected company presidents.
Frequently there is divergence between the concept of what
a manager should do and what he actually does.

A recent survey

concluded that managers have two roles; they deal with policy,
ideas, trends, and long-range planning, but are also very involved
with the operations of their companies.

The result is that to them,

policy and company operations are the same general task.

It is

probrble that some persons are more equipped by nature than others
for certain jobs.

But there is no reason to suppose that people

cannot improve in many respects through education and training.
1963 survey of 300

selected company presidents revealed that marketing

and production clearly took more of their time
business functions.

A

than all other

However, the concensus was that decisions on

personnel matters were the most difficult, and the most important in

the long run.
As the primary emphasis of this study has been the manager
rather than the nensaanager, distinction was made between them in
this

t:hspter.

The u iiiere sice isI ound in the manager’s control and

di r<u. f ion >‘t ocher
r..vi}v1

i«

s-ijrtv

people rather than t.h i up,a .

h i * i e ' ,js s

in n *,

H

The term *'<.•’crdittStor”
from
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supervisory positions up to the international levels of executive
action.

However, coordination is not a function; rather, it is a

by-product of effective managing.
The quality of leadership is the determining factor in every
institution that makes up our society.

Leadership is a quality

possessed by a person, but its nature makes accurate description
difficult.

The typical business executive encounters problems in

describing what he does and how he acquired the necessary skills
to perform his functions.

More insight can be gained by examining

the various environments in which the executive works.

These

environments are value standards, the organizational structure of
the firm,

the occupational role, and the level of decisions made.

Through all these environments, the executive's personality must
persevere and survive.

A n offshoot of occupational categories, the

staff specialist has become separated from the line generalist.
Most young people entering industry are first used as
specialists, hopefully for a quicker "pay-off" for the firm.

Even

though the terms "staff" and "line" have been in use for some time,
a blurred, or gray, area is still found where there is overlap between
the two.

Employees in specialized fields tend to develop special

languages of their own.

The increased use of consultants also brings

a new vocabulary to the ear of the business practitioner.

However,

the increased use of specialists presents a communications problem.
Some specialists work out the communications dilemma by writing or
speaking two languages.

They write technical paper® for their

colleagues* and rewrit e the same material
Internal use.

in company language for
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business functions.

A

revealed that marketing

of their time than all other

However, the concensus was that decisions on

personnel matters were the most difficult, and the most important in
the long run.
As the primary emphasis of this study has been the manager
rather than the nonmanager, distinction was made between them in
this chapter.

The

direction of other

difference is found in the manager's control and
people rather than things.

is found in many business organizations.

The term "coordinator"

It may range from low-level
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supervisory positions up to the international levels of executive
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by-product of effective managing.
The quality of leadership is the determining factor in every
institution that makes up our society.
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possessed by a person, but its nature makes accurate description
difficult.
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Through all these environments, the executive's personality must
persevere and survive.
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staff specialist has become separated from the line generalist.
Most young people entering industry are first used as
specialists, hopefully for a quicker "pay-off" for the firm.

Even

though the terms "staff" and "line" have been in use for some time,
a blurred, or gray, area is still found where there is overlap between
the two.

Employees in specialized fields tend to develop special

languages of their own.

The increased use of consultants also brings

a new vocabulary to the ear of the business practitioner.

However,

the increased use of specialists presents a communications problem.
Some specialists work out the communications dilemma by writing or
speaking two languages.

They write technical papers for their

colleagues, and rewrite the same material in company language for
internal use.
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Some contributors to management literature, such as Mary
Parker Follett, Lawrence A. Appley, Edward A. Duddy, James A. Bowie,
and Crawford H. Greenewalt, have commented on the tendency for
business management to move toward professional status.

The indications

mentioned are a greater use of the scientific approach, increased
recognition of a service motive, and the tendency toward group
standards and action.
The position of profits as a motive for, and a necessary
result of, the efforts of the business manager has caused much
comment detrimental to the professionalization of management.
ever, there is nothing unethical in making a profit.

How

Since the

salaried manager has been hired to operate the firm so that it will
progress financially, he must accept this task as one of his
principal responsibilities.

The owners who have risked their capital

are not unethical in expecting profit to compensate them for their
risks.

Therefore, profits are not, in themselves, unethical; rather,

they are necessary for the business firm to continue to operate.
Dr. James A. Bowie viewed the professionalization of management
with optimism as early as 1930.

He remarked that there appeared to

be no other function of equal intricacy and social importance in the
United States that was without the support of a professional status.
However, the tradition of individualism is not conducive to group
standards and ethical regulation.

The situation is changing from

individualistic behavior to various sorts of groups functioning with
more stable and responsible action.

Thus, there is an optimistic view

for a management profession.
For a balanced perspective, the negative side of the argument
regarding the professionalization of management must be considered.
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Some of the writers holding such a view are Peter F. Drucker,
Paul Donham, Vannevar Bush, and R. R. Cunningham.

The problem of

dominant financial considerations appears once more.

The general

view shared by these men is that the business manager's primary job
is to manage an economic institution so that it will prosper
I

financially.

The central motive, therefore, must be economic

justification rather than humanitarian service.

Paul Donham and

Peter F. Drucker appear to be most strongly opposed to any inference
that business management is, or should become a profession.

Their

stand is not one of apology for the manager, but rather one which
stresses his value to our business system.

However, this view of

value is in terms of a financial rather than a service framework,
A brief summation of the author's survey of selected company
presidents reveals that this group of executives appears firm in the
belief that management is not a profession at present.

They further

agree that a consistent body of knowledge for business management
does not exist.

The group generally agrees on a four-point criteria

system as being needed to define a true profession.

Some inconsistency

appears when the executives state (82 per cent) that the terminology
in management is confusing, and then declare (100 per cent) that
tested theories and principles are being used to aid in making
decisions.
As a means of comparison between business practitioners,
Dr. Paul Fabry, Managing Director of the International House, New
Orleans, Louisiana, was interviewed.

It appears that Dr. Fabry's

thinking agrees with the consensus of the executives in the survey.
His words are more succinct, however, as he states, "No, why should
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it

(management become a profession)?"

do not encourage professionalization;

Broader and broader views
quite the opposite trend is

needed.
Foreign firms are rapidly improving their efficiency and
productive capacity,

especially in Europe.

The impression of

industrial and innovative America has motivated business leaders
overseas,

and these leaders are now overtaking the United States

in some business areas.

The general feeling of the business community

overseas appears to be one of optimism, vitality,

and a sense of

destiny.
W h e n the young European actually enters a company,

he often

is denied theopportunity of getting the broad knowledge of business
institutions, procedures,

and objectives characteristically secured

by N o r t h A m e rican m i d d l e - m a n a g e r s .

M u c h European business operation

is surrounded by a cloak of secrecy, w h i c h is intended to hide
information about the business not only from outsiders, but also
from many people w i t h i n the company.

This secrecy partly results

from the fact that the great majority of European businesses are
family-owned or ver y closely held.
is one key;
America.

The labor-management relationship

there is less social democracy in Europe than in N orth

European labor is seeking social power and social status,

and the business manager is striving to retain his power and conserve
his personal fortune in man y cases.
O n the whole,

the European top executives have more formal

education than do their North A m e rican counterparts.

M a n y have at

least two college degrees and a high percentage of top managers have
P h . D . ’s.

European companies probably have as m a n y middle managers as
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United States companies do, but there are fewer top executives.
These top men have great power, since overseas boards of directors
are relatively weak.
If a body of management knowledge is to be developed, it
appears likely that it will be built on the contributions of many
specialists, but synthesized by management scholars.

The

codification of this data may take many years, but the results
should be well worth the effort.

Careful and inclusive codification

should result in international application of management principles
or fundamentals.

As management practices mature, they will provide

reinforcement of theories, thus providing additional principles to
guide practicing managers.
J

Can the evolving pattern and interest in the profession
alization of management be compared with another profession?

It can,

and the author has selected the medical profession as the bench
mark group for such a comparison since physicians have unchallenged
status among the traditional professions.

The task of the next

chapter is to present comparisons and contrasts between the physician
and the business manager as professional men.

CHAP T E R V

COMPARISONS AN D CONTRASTS:

THE PHYSICIAN

AND THE BUSINESS M A N A G E R AS PROFESSIONALS

In the Introduction it was stated that there w ere similarities
between the medical profession and business management.

Each has

had its share of fakers--even during eras of great advancement.
medicine,

In

early in the nineteenth century,

the first proprietary

schools of medicine made their appearance.

The product of these

schools made the existing physicians resort to unworthy tactics to
meet the new competition.

Apparently,

in its earlier years, medical

education and practice went through growing pains familiar to other
occupations.
Business management has also suffered from fakers from time
to time.

Psuedo-psychologists abounded whe n the personnel relations

movement started.

Even now some business consultants exact large

fees for nebulous advice or questionable service.

In most occupations

it seems that the highest stages of development also produce the
largest crop of pretenders--as part of the price of progress.

This

is not to say that the field is overrun w i t h imposters, but merely
reflects the bandwagon effect found in expanding occupations that
g
attract good and bad elements alike.
Early medicine-men ascribed disease to supernatural causes
and tried to soothe those spirits as the situation warranted.

Early
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entrepreneurs also lived by their intuition and mental skill,
believing that a major portion of business success depended on
guessing correctly or on luck.

As medicine became more scientific—

consistency within the occupation also increased.

Definitions,

terminology, and standard descriptions and procedures developed.
Medical specialties started appearing in the nineteenth century,
and still are increasing today.

Some of these steps have also been

followed by the business manager, particularly as an employee rather
than an entrepreneur.

Part of the problem in calling business manage

ment a profession is'the fact that management lacks the consistency
and preciseness that the traditional professions have.
This chapter will follow the generally agreed-upon criteria
for a profession as a framework in which to discuss the fields of
medicine and business.

This criteria will become the subtitles

for the chapter, and will proceed as follows: the use of trained
intelligence, an adequate and consistent body of knowledge, motives-service or profit?, allegiance to a code of ethics, the association
and its function.

Also discussed will be sanctions and control of

members, and finally a chapter summary.

A.

THE USE OF TRAINED INTELLIGENCE

The use of trained intelligence is merely a way of referring
to the need for formal (collegiate) education to be used as a
criterion for a professional person.

Throughout this chapter, the

professional person will be thought of in the traditional sense.

This

is the reason that the physician was selected to serve as a comparison
for the manager.
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The Manager
Various writers have discussed the point that business education
has not yet developed a particular body of knowledge.

H. S. Person

stated that this field of education is still in the stage of studying
business behavior and accumulating and classifying data.

The

probability of managerial success is increased by training in a school
of business, but that does not guarantee success.

Furthermore,

success and recognition are not denied to those who do not receive
such training.'*"

Success in business wit h little or no formal education

is probably one of the major impasses to the recognition of business
management as a profession.

The survey of selected company presidents

pointed out this concept again.
Schools of business cannot be justified merely on the grounds
that they enable students to increase their earning power.
fication must rest on a broader basis.

The first, and perhaps basic

function (of such schools) would be to collect,
the large amount of scattered data which exists.
function would be to contribute,

Justi

correlate,

and assemble

The subsequent

through investigation, research, and

experiment to the solution of important managerial problems.
Schools of business in the United States came under close
scrutiny and criticism with the publishing of the Gordon-Howell and
Pierson reports in 1959.

Both of these reports were concerned about

higher education (collegiate) for business students.

These reports

assail U. S. business schools according to their own stated goals,

Henry C. Metcalf, Business Management As a Profession (New
York: A. W. Shaw Co., 1927), p. 107.
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and caution that "vocationalism” may block the individual's maximum
intellectual growth and thus, ultimately damage his career.
Is the analogy between business education and schools of
medicine a valid one?

As a means of comparison, Figure 2, on the

following page, shows the function of education and the scientific
source of data for the manager and the doctor.
indicate intense flow of information.

The heavy arrows

It is noteworthy that the

behavioral and social sciences are not furnishing the flow of data
for the manager's education as the biological and physical sciences
are yielding for the doctor's education.

It is also significant

to observe that the practitioner's knowledge affects business
education more than in the medical situation.

The dotted lines

indicate weaker and more intermittent flow of information.

The

solidifying of the data-flow from the sciences into medical education
has occurred over a long period of time.

Therefore, judgment should

not be rendered too harshly against the benefits of social sciences
for the business manager.

Time is needed to test these benefits.

The behavioral sciences are still in the pioneering stage of
development relative to yielding useful concepts and empirical data
for immediate assimilation into the management area.

The behavioral

sciences will provide theories, methods, and research findings, plus
a strong potential for more empirical knowledge, analytical concepts,
and models.

These can add to the further development of management

both as a science and its practice as an art.

The Physician
What of the physician in the area of education and training?
Educational standards were formed basically during the Middle Ages

A.

MANAGEMENT

Practitioner

r

/

Education

/

\

\

/

\

Behavioral and Social Sciences

B.

MEDICINE

Practitioner

Education

Biological and Physical Sciences

(arrows indicate present flow and volume of knowledge)

FIGURE 2

FLOW AND VOLUME OF KNOWLEDGE

Source:

Advanced M a n a g e m e n t , 26:9, September-,

1961.
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when the title of doctor was created together with formal universities,
professional colleges, and guilds.
Much later, in 1848, the American Medical Association was founded.
In this period, the medical profession was barely reputable.
overran the field.

Quacks

Anyone with a medical diploma could hang out his

shingle, and these diplomas were available through the mail.

The

purpose of the founding members of the AMA was to purge the profession,
elevate the standards of medical education, and salvage the prestige
of their calling.

2

The early purposes of the AMA were to convince the

nation's submarginal medical schools, diploma mills, and thousands
of untrained "doctors" that the country would be.better off without
them.

The big breakthrough toward achieving their main goals came,

for the AMA, with Abraham Flexner's major report, Medical Education
in the United States and Canada (1910).

The terrible condition of the

medical schools had been clearly reported, and credit was due the
AMA for this.

3

By 1918, the AMA and its constituent societies had rehabili
tated the profession and stook unchallenged as pre-eminent authorities
in all fields of health.

The top administrators of state health agencies

were often selected on state medical society recommendations, and con
ducted their agencies according to standards laid down by the society.
On the national level, the AMA extended its authority far beyond the
medical schools.

By its insistence that patients were entitled to the

^Richard Carter, The Doctor Business
Company, Inc., 1958), p. 77.
^Ibid., p. 78.

(New York: Doubleday &
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highest possible quality of medical care, the A M A stood out as a
public benefactor as well as a model of what could be accomplished by
private initiative.

4

Much has been written on the shortage of doctors in most
nations,

including the United States.

The A M A has had a hand in

creating this shortage through control of the volume of graduates from
accredited medical schools.

In 1934, Dr. Walter L. Bierring,

president-elect of AM A told the national convention:
A fine piece of educational work could well be done
if we were to use only one-half of the seventy-odd
medical schools in the United States.
It will be
claimed that to close educational doors of any kind
to ambitious youth is undemocratic and un-American;
that, if a young ma n or woman wants to study medicine
and can pass the necessary examinations, he or she
should be free to do so.
Yet, if I read the signs
aright, the true democratic process will be to take
thought about the good of the whole, and less about
the special satisfaction of the few . . . .
The reference to the "good of the whole" appears, on the surface,
to mean the public, but the deeper meaning might have the licensed
physician in mind.

The A M A is still a major deterrent to an increased

supply of physicians.

But the debate is now waged on different grounds.

The A M A does not complain that
other hand,
right,

there are too many physicians.

On the

it says that the number of doctors is almost precisely

and it warns of grievous damage to our democratic institutions

should the Federal government be allowed to assist effectively in the
growth of the profession.

This assistance would be in the form of

financial aid to medical schools.

^ T b i d . , pp.

78-9.

5I b i d . , p. 90.
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One of the most prominent figures in medical education, the
dean of a world-famous medical school, has said:
The greatest need is money for tuition. Most existing
scholarships are inadequate and the university has to dig
into its own funds unless it elects not to educate the
boyi The costs of instruction have to be met somewhere,
but we seem to be hamstrung as far as getting it from
Washington is concerned. . . . Foreign educators come over
here and are- appalled to find that in the world's richest
country the need for physicians far exceeds the supply
and the medical schools have to beg for charity.
The
bitterest irony is that the schools are kept poor because
the AMA. is afraid that extra money from government might
lower the quality of medical education.6
From the above comment, it can be seen that medical education
faces problems as do other institutions of learning.

Still, medical

education has, for centuries, represented the most rigorous, time
consuming and penetrating sort of formal training in existence.

There

fore, among all occupations— professional and non-professional--it
has come to be regarded as the standard for formal education.
It is clear by comparison that medical education is controlled,
and rigorous in content and in length.

On the other hand, business

education is variable, and widely different in content (as shown by
the Ford and Carnegie studies).

It must also be reemphasized that a

formal education is not prerequisite to becoming a business manager.
A medical school education plus board certification, as well as state
licensing, is absolutely prerequisite for the physician.

^Ibid., pp. 94-5.
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B.

AN ADEQUATE AND CONSISTENT BODY OF KNOWLEDGE

The Manager
Peter F. Drucker has made many comments regarding the growing
body of knowledge in the management field.

In surveying management

literature from 1954-1959, Professor Drucker stated:
No one, I am convinced, can read this literature
or can survey the w ork done without being impressed
by the potential and promise of management science.
To be sure, managing will always remain somewhat of
an 'art1; the talent, experience, vision, courage, and
character of the managers will always be major factors
in their performance and in that of their enterprises.
But this is true of medicine and doctors, too.
And,
as with medicine, management and man^gers--especially
the most highly endowed and most highly accomplished
managers--will become the more effective as their
foundation of organized systematic search grows stronger,
and as their roots in a real discipline of management
and entrepreneurship grow deeper.^
It is significant that Professor Drucker is making forecasts
of future events rather than boldly claiming that management is,
in fact, a profession.

The reference to an "organized systematic

search" causes the author to wonder where this organized search is
going on and who is doing it.
Consideration of business as an art raises questions about the
professional nature of business administration.

If a profession is

defined as a group of persons engaged in an activity that requires
that mastery of a systematic body of knowledge of sound intellectual
content plus skill in its application,

then business administration

Q
cannot qualify.

It is also characteristic of a professional field

^Peter F. Drucker, "Thinking Ahead," Harvard Business Re v i e w ,
37:25, January, 1959.
^Robert A. Gorden and James E. Howell, Higher Education for
B u s i n e s s , (New York: The Ford Foundation, 1959), Chapter 11.
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to be concerned at the advanced levels with the conceptual materials
and basic research rather than with description and trade skills.
Here again, business administration does not seem to qualify since
most business schools deal with description rather than conceptual
material.
One hopeful sign, however, has been the use of more information
from the behavioral sciences areas.

The term "behavioral sciences"

has usually been used in connection with the social sciences.
Usually, however, psychology, sociology, and cultural anthropology
are considered the three main behavioral sciences.

The study of human
9

behavior is the common bond between these three disciplines.

Dr.

Wadia points out a crucial reason why management has not further
developed as a science.

It is because people in this field have

relied mainly on deductive logic.

Generalizations developed by

educators and practitioners have been adopted and disseminated to
students of management as universal truths without taking the variables

10
into consideration.

The biological and physical sciences, by

emphasizing inductive logic, have provided the educator and prac
titioner with a science of medicine.

It is hoped that the behavioral

sciences can do the same for management.
From the above comments, it appears that if a body of knowledge
is to be developed, it will emerge from the contributions of special
ists, and synthesized by management scholars.

Valid management practices

may be more international than national, if real universality of

^Maneck S. Wadia, "Management Education and the Behavioral
Sciences," Advanced Management, 26:8, September, 1961.
IQlbid. , p. 9.
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application is the aim.

The management field is young and pride of

authorship and sometimes the almost unintelligible vocabulary of
the specialist have a retarding effect.

In a plea for the creation

of a W orld Management Institute, Professor Kurt Junckerstorff has
said:
The organisational and practical problems to be
solved are formidable and of vital importance for
the future of our young science.
What medicine and
jurisprudCTce were able to reach in the course of
a long development, management must master in a re
latively short time--that is, the setting up of a
field of study, organically complete in itself, and
based on a universally recognised terminology.“
Professor Junckerstorff,

apparently is basing his prediction

for a unified field of management knowledge on the existence of a
W orld Management Institute.
not exist, but several groups

A n institute such as he describes does
(The International Management Gongress,

International Committee for Scientific Management,

and Council for

International Progress in Management) do exist wit h the goal of
bringing together managers, management educators,

and public adminis

trators from countries throughout the world.
The use of specialists in the development of a body of management
information presents a problem.

How can the businessman-generalist

understand what the specialists are saying?

A first step in under

standing what the specialist is saying is to realize that most
specialists are writing principally for each other.
effort to appear precise and scientific.

They exert great

M a n y times the material is

made unreadable by profuse explanatory footnotes and references for

^-■*-Kurt Junckerstorff, "Management--an International Science,"
Management I n t e rnational, No. 5-6, November-December, 1961, p. 152.
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for further reading.

Of course, the useful aspect of technical

language is that it is a shorthand in which one word is picked by the
people who work in a field as a symbol for a lot of other words--as
a means of saving time.

Some specialists work their way out of the

dilemma by writing or speaking two languages.

They write technical

papers- for their colleagues and rewrite the same material in business
terminology for internal use.

The Physician
For the physician,

the nineteenth century saw the development

of the specialism which has become so widely observed today in
medicine.

It is estimated that over half of the practicing doctors

in the U.S. are specialists.
made it possible,

Increases in scientific knowledge have

even necessary,

for medical men to limit their

practice to the diseases of certain organs or organ groups.

It appears

to be generally agreed that the public reacted favorably to the
formation of specialties.

The medical profession, however, represented

by the general practitioner and the general surgeon, strongly opposed
the development of specialism. 1 2
problems.

The specialist,

Overspecialization presents some

enamoured by his segment of the profession,

frequently cannot recognize problems which lie outside his special
field.

Here is where the general practitioner shines--in seeing more

of the whole matter instead of a few isolated parts.
From the positive viewpoint,

the specialist brings increased

knowledge--and thus power--to bear on medical problems.

The

12Erwin n. Ackerknecht, A Short History of Medicine
The Ronald Press Company, 1955), p. 182.

(New York:
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concentration of effort has provided for many recent breakthroughs in
isolating causes of diseases.

The cost is high, but the increased speed

in solving the prob l e m is often more important than the cost.
Medical knowledge,

general and specialized, has bee n organized

and systematized largely through the efforts of the A m e rican Medical
Association and the National Medical Board of Examiners.

The results

of stricter educational standards have been the development of more
rigorous licensing procedures.

The National Medical Board of Examiners

is the ke y group w h i c h licenses physicians in 43 states.

This board

gives a comprehensive three-part examination w h i c h students take at
the end of the second and fourth year of medical school and at the
end of internship.

The Board is attempting to revise and standardize

the licensing requirements.

This w ould further elevate the quality

of medical graduates eligible to practice.
In sum,

the physician,

13

and especially the specialist, have

well-developed and systematic bodies of knowledge w i t h w h i c h to work.
The A M A acts as a sort of moderator and coordinator of this information,
through The J o u r n a l .

Various other journals for the specialties have

sprung up as the need arose,

The terminology is based on Latin,

an advantage is gained by the use of an unchanging language.

thus

New

discoveries are set or described in consistent or familiar language.
Therefore,

the recording and communication problems are solved by

compartmentalization and standardization of information.

A. Silver, "Doctor Shortage and Medical Standards," The
N a t i o n , 192:232, M a r c h 18, 1961.
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C.

MOTIVES:

SERVICE OR PROFIT?

The Manager
The motives of the businessman are the topic of many recent
articles.
profit?

Is the businessman primarily concerned with service or
About 40 years ago, Mary Parker Follett presented a paper

concerned with the time when management would become a profession.
To most people the term "profession" has a connotation of science
and service.

This concept of service, to Miss Follett, was perhaps

the key requirement for the true profession.

A more accurate de

scription of this requirement might use the term "function." This
term is more nearly correct because not only is the business serving
the community, but because it is "also partly responsible for there
being any community to serve.
Paul Donham, owner of a successful importing business, is one
of the most outspoken critics of business managers' seeking a pro
fessional status.

Mr. Donham believes that business cannot be a

profession until a body of knowledge is developed and agreed upon,
until standards are established for admission to and maintenance of
professional status.

Until executives in the mass accept a code of

ethics to which they will adhere, again there can be no profession.
Obviously, these requirements cannot be met unless there is a drastic
■j ^

change in the United States economic system.

l^Mary Parker Follett, "When Business Management Becomes A
Profession," (A reprint of her November 25, 1925 paper), Advanced
Management, 20:23, July, 1955.
15paul Donham, "Is Management A Profession?," Harvard Business
Review, 40:66, September-October, 1962.
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In even stronger words, Mr. Donham comments on the "dual role"
of the businessman and professional and the resulting conflict.
the executive confuses his roles,
is a false one and he must,

If

it is because the professional role

therefore,

live an u n t r u t h . ^

Mr. Donham

cont inues:
The public at large (including some businessmen)
has become convinced that particularly in the cause
of the big businessman, there is something there,
something over and above just being a businessman.
X have attempted to convince the reader that this
something over and above is just a delusion. . .
There remains the job of convincing the public that
businessmen are not professionals, that they do not
place service above personal gain, that their pri
mary devotion is to the dollar, and that this is as
it should b e . ^
While the author does not concur completely w ith Mr. Donham,
it appears that his view has merit.

At least Donham is viewing

professionalism in the complete traditional sense w hen he contrasts
the businessman with the recognized professional man.
Professor Drucker has also been outspoken in this area of
thought.

Drucker has pointed out that the responsbilities of manage

ment are,

in order of importance:

to operate at a profit, to make the

enterprise grow, and to conduct the enterprise "so as not to under
mine our social beliefs and cohesion."

This is "not to usurp

illegitimate authority over citizens by demanding their absolute and
total allegiance" because society will retaliate by making the state
omnipotent.

Management has no social responsibilities "by virtue of

being one of the leading groups in society."

^ I b i d . , pp. 67-68.
^ Ibi d . , p. 68.

Drucker continues by
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stating that we have been told, "that management should hold itself
responsible for the survival of the liberal arts college, for the
economic education of the workers, for religious tolerance, or for
1 ft

a free press. . ,nAO

This, according to Drucker, would be usurpation

of responsibilities because management does not have "special competence"
in these areas; and, since responsibility and authority go together,
it follows also that management owes to society whatever its major
competence gives it authority over."

19

The comparison of the North American and the European executive
reveals some differing motives.

Success is a desirable personal

objective for a North American executive since it leads to financial
rewards and related social rewards.

Power and prestige for the

European businessman come from many sources in addition to his business.
There is less incentive for him to strive for growth, especially when
such striving involves risk to personal wealth rather than to the
impersonal wealth of a multitude of shareholders.

Most European

businessmen have an abiding interest in their families, their prestige,
their welfare--and the family business frequently is only a part of
the total family interests.

North Americans are concerned with their

families, but here the family is more a collection of individuals,
whereas the family in Europe is an institution.

Thus, many Europeans

appear unwilling to devote themselves to their businesses in the
single-minded way characteristic of the North American businessman.

■*-®Peter F. Drucker, The Practice of Management (New York:
Harper and Brothers, 1954), pp. 387-8.
19Ibid., p. 388.
"^Dwight R. Ladd, "Management Training in Europe," The In
ternational Executive, 4:21, Summer, 1962.
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In sum, the businessman stands in the midst of confused motives.
Society and the behavioral scientist, generally, say "your motive
should be service," but the income statement and balance sheet plus
the stockholders say "your job is to produce a profit."

It is

probably fair to say that the average manager operates in a short
range perspective in this particular area— motives are transitory
for the most part.

This view gives profits the dominant position

since quarterly and yearly figures reflect the health of the firm
and the performance of the manager.

The Physician
The motive of the physician for service to ethers has been
amply covered in previous sections.

However, some reference to

medical concepts are in order here for comparative purposes.
Hippocratic Oath has already been quoted.

The

A second careful reading

of this oath reveals that its author had four objectives in mind.
First,

that every physician should have a profound respect and

gratitude for his medical teachers, and be ready at all times to extend
to them the same aid as to his own family.

Second,

that he should

teach the art of medicine to his own sons and his teachers'

sons,

if they desire it, thus producing a distinct hereditary tendency in
the perpetuation of the profession.

Third,

that the vital goals of

all medical practice are to benefit the sick,

to relieve human

suffering, and to prolong human life; and not for mere pecuniary
gain.

Fourth, that a life of virtue, temperance and integrity on the

part of the physician is essential, both for his own success and for
the safety'of his patients.

These characteristics indicate that

personal example is more powerful than precept.
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The proper physician has always refrained from patenting his
own discoveries and from keeping any device secret that might be
useful in the treatment of disease.

The few doctors who have

patented their discoveries have suffered the disfavor of their pro
fession and have generally fared poorly from their commercial ventures.
The ideals of medicine are approved by a profession which tries to
adapt itself to an economic system which is inconsistent with such
a philosophy.

The result is a struggle between two irreconcilable

forces, and the physician lives with ambivalent feelings.

But in the

confusion, the great majority of dedicated doctors adhere to the
highest of ethical practices.

22

There is still, unfortunately, a minority which disrupts the
scene.

One of the sad sights in medical practice is the physician

who devotes himself wholly to the economic side of his profession—
to securing a living.

Medicine as a business must cause men to miss

the great opportunities of their profession.

When the doctor gets

only pay out of a case, he cheats himself and his patient.

He denies

himself the full reward of his services.
To sum up the doctor's position— his motive--by oath and general
example is service in the highest sense.

Reciprocal service and

service offered without pay are encouraged officially by the AMA,
and unofficially among local societies of doctors.

Beside this

benchmark, the business manager falls short of the goal.

°1James Peter Warbasse, The Doctor and the Public (New York:
Harper and Brothers, 1935), p. 418.
22Ibid., p. 419.
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D.

ALLEGIANCE TO A CODE OF ETHICS

The Manager
Ethics and allegiance to such a code cannot be denied as a
key aspect of a professional group.

One of the optimistic signs

of our times is the growing concern of businessmen with the ethical
implications of their work.

This may constitute the executive's

major challenge: how to be efficient, make profits,
moral values.

and still observe

At the same time, however, one must also note the

theme of cynicism in the business world--especially in relation to
government,

trade unions,

intellectuals,

and even difficult people

within management's own family who seem to thwart favored objectives.
Cynicism does not, by itself, seem to identify this attitude.
also has the elements of distrust, fear,

and hostility.

attitude implies distrust of human motives;
suspicion.
leader.

Thus,

It

A cynical

it is bound to breed

individuals do not feel comfortable w i t h a cynical

Cynicism tends to erode inner strength.

If one would handle

the large and complex responsibilities as most executives do, one
should be fortified by belief in the people who surround him.

"To

the cynic, man is basically and always selfish, self-aggrandizing
and exploitative of his fellowman.

Surely this is completely contrary

to what thoughtful businessmen assume about human nature w hen they
emphasize social and ethical goals."

23

W i l l i a m Wickenden said in The Second M i l e :
Every calling has its mile of compulsion, its
daily round of tasks and duties, its standard of
honest craftsmanship, its code of man-to-man relations,

Benjamin M. Selekman, "Cynicism and Managerial Morality,"
Harvard Business Review, 36:71, September-October, 1958.
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which one must cover if he is to survive.
Beyond
that, lies the mile of voluntary effort, where men
strive for excellence, give unrequited service to
the common good, and seek to invest their work with
a wide and enduring significance.
It is only in this
second mile that a calling may attain to the dignity
and distinction of a profession . ^
These adjectives and superlatives sound excellent, but by
their nature are hard to pin down to specific examples.

Service

for the "common good" often is misdirected, depending almost
completely on what the doer defines as the "common good.1?

The

doctor, lawyer, teacher— all are concerned in all that they do with
the impact their actions have on others and che reflection on their
profession as a whole.
same things?
are.

Are managers deeply concerned with these

A reasonable response might be— yes, some definitely

The others live at the edge of ethical action.
Moral or ethical impulses must come from something higher

than personal rewards.

However, ethical behavior is concerned with

human values, not with legalisms.

Most law applying to business is

regulatory and often has nothing to do with civic virtue or commercial
righteousness.

Some cities have local option on liquor sales.

Gambling is permitted or restricted in varying degrees by the several
states.

Sunday retail sales are permitted, limited, or forbidden by

state or city laws.

Here there is no intrinsic problem of good and

evil, but rather of public attitude or convenience.
The measurement of results of ethical conduct poses a double
problem since results do not always coincide with intentions or

/
James E. Newsome, "The Professional Manager," Advanced
Management, 24:4, April, 1959.
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motivations.

Dr. Leon C. Megginson, Professor of Management,

Louisiana State University has stated:
If the results of a person's conduct are beneficial,
good, or at least innocuous, then the conduct is right
or ethical.
However, the intent motivating the person
conducting himself in a given manner should also be
measured.
If one intended the results of his conduct
to be beneficial or good, then the conduct is right
or ethical.
However, as quite frequently happens,
good results are the fruit of evil
intentions and
complete fiascos result from the best of intentions.
Therefore, neither measurement can be used to the
exclusion of the other.
In the dynamic world of
business . . ., only the results of a person's actions
are usually measured in determining if conduct is
ethical.^5
The more valid test would be, of course, to compare the ethical
intentions with the ethical results.

Unfortunately, such comparisons

would be extremely difficult if not impossible.

One cause of the

difficulty might be the decision-maker's lack of consideration of
the problem in conscious ethical terms.

Ingrained positive ethical

behavior on the part of one man may be quite atuomatic, while for
another it may require considerable mental debate.
A 1961 survey of ethical practices in business revealed
that executives show a strong desire to improve business behavior.
A crucial point is that things cannot improve unless top management
stands its ground and makes it clear, uncompromisingly clear, that
ethical methods are the only approved wa y of doing business.
comments showed a distinct problem of trust.
ethical, but is he?" was the prevailing mood.

26

The

The feeling that, "I'm
Many industries have

25

Leon G, Megginson, "Ethical Standards of Conduct in Business,"
Advanced Management, 25:23, May, 1960.
^ R a y m o n d C. Baumhart, "How Ethical Are Businessmen?", Harvard
Business Review, 39:6, July-August, 1961.
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had codes of ethics in existence for many years, yet the respondents
apparently were not aware of them, or believe them not applicable to
current problems.
In sum, it appears that the major problem with the business
man's concept of a code of ethics is that it deals with legalisms
and not with human and higher-than-human values.

Thus, it becomes

easy for individuals to believe that the code is rather impersonal,
when just the opposite should be true.

The decision often is between

shades of goodness, and not simply between good and bad.

The Physician
What is the position of the doctor regarding ethical behavior?
This is one of the strongest foundations in the medical profession.
The Hippocratic Oath and the AMA code of ethics have already been
mentioned, and these form the backbone of ethical medical practice.
The AMA code of ethics has been in effect for 115 years— almost two
generations of doctors have worked under this code.
change and new problems arise.

However, times

The following topics have created

much criticism and controversy— advertising and consultation.

In

the area of advertising, the doctor may place his name, title,
residence, office and office hours on cards and in the newspaper
whenever he chooses.

He may not, however, resort "to public adver

tisements, or private cards or hand bills inviting the attention of
individuals affected with particular diseases, etcetera."

27

As for

consultations, the code is completely liberal consistent with the

^ N a t h a n Smith Davis, History of Medicine (Chicago: Cleveland
Press, 1907), pp. 208-9.
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honor of the profession and the welfare of the patient.

Xt assumes

all consultations have the good of the patient as the sole object;
thus no intelligent legally authorized practitioner who is in good
moral and prefessional standing, should be excluded from consultation
service.
Even though medical codes of conduct have existed fcr many
years,

the ethical framework in medicine is largely misunderstood.

The accepted system of rules set by medical organizations for the
guidance of their members is what is generally referred to as "ethics."
Some of these rules are based on the principle that one member of the
organization is to be protected by the other members because he
belongs to that group.
doer.

However, the AM A

guide the physician and

This may lead to the protection of a w r o n g 
code of ethics contains rules of conduct to
encourage high ideals as well as for the

protection of the patients'

interests.

The medical profession will probably always include a few
doctors who are more concerned with their own interests than with
those of the patient or

the profession.

For a number of reasons it

is getting easier to gloss over mediocre medical care
racketeering.

or outright

Improvements in anesthesia and pre- and post-operative

care have reduced the risks of operations so much that an unscrupulous
surgeon no longer fears to perform unnecessary ones.

In large cities,

a doctor may know very few of his patients personally, and the loss
of this close relationship removes an important check on professional
ethics.^

2®William T. Fitts, Jr. and Barbara Fitts, "Ethical Standards
of the Medical Profession," The Annals of the American Academy of.
Political and Social Science, 297:26, January, 1955.
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To summarize, the physician has always known a code of
conduct by which he lives— from pre-historic times to the present.
Changes in the doctor-patient relationship have taken place, but
these are due more to a larger doctor/patient ratio than to a
change in an ethical code.

The doctor is very much aware of human

values, since this is the reason for his profession.

E.

THE ASSOCIATION AND ITS FUNCTIONS

A professional association is a group with one object above
all others.

The members do not come together merely for the

pleasure of meeting others in the same occupation.

Nor do they

meet primarily to increase their monetary rewards, although this may
be a side benefit. They have joined an organization in order to better
perform their function.

In short, they meet to establish standards,

to maintain standards, to improve standards, to keep members up to
standards, to educate the public to appreciate standards, and to
protect the public from those who violate the standards.

The Manager
One of the products of a trade or industry association is a
growing sense of business honor.
another.

The members learn to trust one

Another benefit is the exchange of information, which can

aid in stabilizing unsettled conditions--and also may aid collusion.
Standardization of trade terms and customs is another development
aided by the professional association.

Mary Parker Follett has

written that professional associations provide the professions with
a corporate responsibility; furthermore, the businessman could learn
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a lot from the established professions about setting and maintaining
29

s tandards.

At the opposite pole from Miss Follett is Professor Drucker
who believes it would be sheer folly to try to make business
management into a profession.

Drucker believes that since the

ultimate test of a manager is his business performance,

any attempt

to make it a profession or science would M . . . lead to the attempt
to eliminate those 'disturbing nuisances',

the unpredictabilities

of business life - its risks, its ups and downs,

its'wasteful compe

tition, ' the irrational choices of the consumer - and , . . the
economy's freedom and its ability to grow."

30

Professor Drucker further

states that no greater danger could come to our society,
than to try to license or professionalize

and economy,

management.

A contemporary of D r u c k e r 's , Paul Donham, has commented
forcibly on the topic of business and possible professionalization.
On the matter of associations, Donham states that no professional
association exists for the business executive.

There are trade

associations, but these are basically lobbying organizations,
educational groups.

31

or

By and large, Donham's comments are valid since

no single professional association exists for the businessman which
can control admission to it and subsequently guide the members'

actions.

Mary Parker Follett, "When Business Management Becomes A
Profession," o£. c i t ., p. 23.
^®Peter F. Drucker, The Practice of Management
Harper and Brothers, 1954), p. 10.

^ P a u l Donham, o£. cit. , pp. 65t 6.

(New York:
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In the brief survey which the author mailed to selected
company presidents, only 27 per cent of the respondents believed
that membership in an association which contributes to advances
in the field was a necessary criterion for a business profession.
Four other criteria, previously mentioned in Chapter Four, were
clearly chosen by this executive group as being more important than
association membership.

Thus, in the current thinking of these

men, there is no strong need for a professional association for
businessmen.

The Physician
What situation exists for the physician regarding a pro
fessional association?

Here, the association is well-defined,

powerful, and has been in existence for over 100 years.

Even prior

to this formal association (the American Medical Association), a
well-defined philosophy was created by the Hippocratic Oath in the
third century B.C.

High ethical ideals pervaded all the Hippocratic

writings, which probably were written by more than one man.

32

In 1848 the first general code of medical ethics was formed
and called simply The American Medical Association Code of Ethics.
The code has been modified several times, but the fundamental issues
still remain, ,i..e., duties of physicians to their patients, duties
of physicians to each other and to the profession at large, and duties
of the profession to the public.

The AMA's influence in medical affairs

probably derives from the fact that it has never been a purely political

^ E r w i n H. Ackerknecht, op. cit., pp. 49-50.
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organization, but an outstanding scientific organization as well.
However,

it must be recognized that this association is also a

powerful lobbying organization.

The appendix of AMA's Principles

of Ethics says, "The prime object of the medical profession is to
render service to humanity; reward or financial gain is a subordinate
OO

consideration.
Subgroups within the A M A have been created as the various
medical specialties have arisen.

This has meant that examining

boards have also been set up for these specialties under the auspices
of the AMA.

The next step was to qualify hospitals as appropriate

training places.

For this purpose the A M A and the American Hospital

Association (AHA) developed a licensing procedure based on a quasi
independent body, the Joint Commission on Accreditation.
set are relatively modest;

The standards

they involve procedures for review of

records,

a certain percentage of autopsies, conferences,

library,

an attending staff of board quality, and other teaching

opportunities.

Most hospitals think it worth while to qualify for

these minimum standards to attract interns.

34

To sum up, the American Medical Association is the
association for doctors in the United States.
conscious,

a minimum

professional

It is powerful,

research

and well aware of its ability to control its membership.

The Association also acts as an exclusive society, and as a lobby
in the interest of the doctor.

Its sub-bodies exemplify the same

^^William T. Fitts, Jr., and Barbara Fitts,

0 £.

c i t . , p. 19.

^ G . A. Silver, ,rDoctor Shortage and Medical Standards," The
N a t i o n , 192:233, March 18, 1961.
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philosophy as the AMA-parent.

The National Medical Board of Examiners

is the key group which licenses physicians in 43 states.

The three-

part examination given by this board is considered a substitute for
the state exams in these 43 states.
to revise the licensing requirements.

The National Board is attempting
35

Stricter requirements would

further elevate the quality of medical graduates eligible to practice.

F.

SANCTIONS AND THE CONTROL OF MEMBERS

Sanctions, or the penalties imposed on persons to enforce or
prevent certain conduct are an offshoot of the type and power of
organizations for professionals.

The Manager
The businessman has many unwritten codes and gentlemen's
agreements.

The major problem with these are their lack of defi

niteness and enforcibility.

Beyond a certain point, each man is

more or less a law unto himself.

It would seem to be true that in

the absence of definite and generally accepted standards in an
industry, it is difficult for anybody in that industry to be ethical.
When the question of enforcement (through various sanctions)
is considered, a different aspect arises.
ethical custom to law.

It involves a shift from

The means of enforcement and the results

secured vary with the nature of the industry.

A small, compact

association is in a position to enforce discipline, but under these
conditions discipline should be seldom necessary.

35T.
•j
Ibid.

In the large
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association, especially where the membership must be based on trade
loyalty rather than on the direct benefit received,
be discipline in the strict sense.
to depend on education,

Here,

there can hardly

it would be more necessary

inspiration and on the force of public opinion.

Xn Chapter Two, the author presented an expanded functional
definition of the term "profession."

One item in this expanded

definition discussed a topic pertinent to the present discussion,
_i.j5., it is a matter of sturdy morality, personal decency plus public
policy and professional control to establish certain standards of
business conduct,

to express them frankly,

and to coerce all members

of the professional group into compliance w i t h them.

W hile this

approach may sound harsh, humans, such as they are, require stern
measures if consistency is desired.

The Gordon-Howell

(Ford Foundation)

report reaffirms this w h e n they cite a fundamental required for a
profession:

"No. 3.

It should have an association of members among

w hose functions are the enforcement of standards, and the advancement
and dissemination of knowledge."

36

In the mailed questionnaire sent by the author,

item three

was concerned with the "open economic opportunity" existing for those
who want to go into business.

The response to this item varied

widely and some of the comments were:

freedom is implicit in the

free enterprise system, thus no control over entry into the system;
it is not practical to establish qualifications;
want to limit entry;

business does not

and management varies too much to fit regulated

conditions.

Silk, "The Education of Businessmen," Supplementary
Paper No. 11, Committee for Economic Development, New York, December,
1960. p. 9.
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In summary then, it appears that the literature really does
not come to grips with sanctions and control over the manager who
may stray from professional behavior.

The manager is not licensed

and is not a member of a tightly knit group, and, therefore, not
available for disciplining as in the traditional professions.

The

loss of his position in one firm is the major factor of control.
This, of course, does not prevent him from gaining an equal position
in another firm or industry.

The Physician
The doctor's position relative to sanctions and control is
quite a contrast to the businessman's situation.

Attempts to control

competition among doctors through ethical codes date from the
eighteenth century.

Perceval's code is an example.

In the nineteenth

century these attempts acquired a more systematic character.

It was

realized that only through large-scale professional organization
could the medical profession keep competition within reasonable limits
and elevate professional standards so that state aid against quacks
could be requested.

This goal was achieved by the organizations

founded around the middle of the nineteenth century--the British Medical
Association in 1832, the American Medical Association in 1848, and the
German Aerzteverein in 1872.

37

In recent years all has not been smooth and placid within the
American Medical Association.

Charges of unethical practices, misuse

of organizational power and endorsement of specific products and

37
Ackerknecht, ££. cit.3 p. 202.

«
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respective counter charges have been heard.

Dr. Milton H e l p e m ,

president of the N e w York County Medical Society, has brought out
two points pertinent to the issue in this chapter.

One is that a

medical society is not a guild designed to protect its members,
secondly,

it is not in the best interests of the public for surgical

procedures to be handled by an inadequately trained doctor.^®
other words,
sanctity,

and

In

the A M A is not a superhuman body blessed with special

and too many doctors are performing operations for a

non-discriminating public.
Other voices have been raised in indignation against some
questionable practices of the A M A and some of its members.
Carter,

author of The Doctor Business

Richard

(1958), is one of the best

informed and most outspoken critics of medical malpractice.

Carter's

prefatory quote is indicative of the theme of his book:
Although the art of healing is the most noble of
all the arts, yet because of the ignorance both of
its professors and of their rash critics, it has at
this time fallen into the least repute of them all.
The chief cause for this seems to me to be that it is
the only science for which states have laid down no
penalty for malpractice.
Ill-repute is the only
punishment. . . .
Hippocrates, circa 400 B.C.
Our society has corrected,

in part,

the lack of discipline

for malpractice--the major instrument being the lawsuit.

The doctor

has given ample recognition of the risk he assumes in the practice of
his art w ith his malpractice insurance coverage.

Dr. Paul R. Hawley,

38»]7ive o'clock Whistle," N e w sweek, 40:78, November 5, 1962.
3^Richard Carter, The Doctor Business
and Company, Inc., 1958), p. 9.

(New York: Doubleday
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director of the American College of Surgeons, has done much to purge
the AMA of its reactionary philosophy.

For years he has been leading

attempts to interpret AMA ethics literally, combat surgical incompe
tence and stupidity, and eradicate fee-splitting, unnecessary surgery,
etcetera.

He is responsible for the College of Surgeon^ present

eminence as the only important subdivision of organized medicine which
is not afraid of change, nor resentful of consumer opinion, and not
reluctant to discipline any surgical malefactor it can catch.

40

Something of an indication of the "zeal" with- which the AMA,
state, and county medical societies ferret out medical malefactors
was given by the AMA Special Committee on Medical Practices.

After

reviewing questionnaires answered by 1,100 county societies, the
committee wrote regarding discipline: "This total of 21 doctors
expelled in two years seems to us to indicate a lack of vigorous
activity on the part of county societies in the supervision of their
membership.

We feel that because of their close professional and

personal ties, members of county societies are unable to exercise the
judicial and disciplinary functions."4'*' As Dr. Hawley puts it, the
physician ", . . is anxious to remain a living god in the eyes of
his patient."
The author has included only a small example of the events
related by Carter in The Doctor Business, a 283 page book, as evidence
that doctors and their professional associations have the weakness of

40Ibid., pp. 119-120.
4lIbid., p. 126.
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human nature also.

However, it appears clear that even w ith these

problems recognized in the medical profession, the sanctions and
discipline possible are far more powerful

than any system presently

feasible for the businessman.

G.

SUMMARY

Business does not have generally accepted standards of pro
fessional conduct;

it does not have a central, cohesive association

with one of its duties being the enforcement of standards.

Business

also does not have prescribed ways by which persons can enter a
business profession through meeting certain minimum standards of
training and skill.
By comparison, medical education is controlled, consistent,
and rigorous in content and length.

As a result, medical training

has come to be recognized as a benchmark in the realm of formal
education.

The physician, and more notably, the specialist, have

well-developed and systematic bodies of knowledge.

The AM A acts as

a sort of moderator and coordinator of this information through The
Jour n a l .
The motives which drive the businessman are the topic of many
articles by practitioners and researchers alike.

The controversy

continues--which is foremost, service or profit?

The business manager

stands in the midst of confused motives.

It is probably fair to say

that the manager operates in a short range perspective in this particular
area--motives here are transitory.

This view gives the dominant

position to profits, since quarterly and yearly figures reflect the
health of the firm and the performance of the manager.

Profit is not
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considered a proper motive for the medical man under any circumstances.
The doctor's position, by oath and by predominant example, is service
in the highest sense.

The business manager cannot claim such motives.

Codes of ethics exist in business.

In fact, their plurality

produces one of the problems— consistency, or lack of it.

But, the

major problem is that these codes deal with legal ideas and not with
human and supernatural values.

Thus, it becomes easy for individuals

to believe that the code is rather impersonal, when just the opposite
should be true.

The physician, on the other hand, has always known

a code of conduct by which he has had to live.

Changes have taken

place in the doctor-patient relationship, but these are more due
to a larger doctor/patient ratio than to a change in basic ethical
code.

Ethical action is the watchword of the physician's life.
The professional association for the business executive does

not exist according to the complete functions of such an organization.
Writers have described such business groups as more like lobbying
organizations or educational bodies.

Executives surveyed by the

author were weak in their support of an organization as a basic
criterion for a profession.

This response reinforces the lack of

desire for such a controlling organization in the field of business.
The doctor, in contrast, has lived and practiced his art for centuries
under the guidance of a guild or professional association.

The

present (and for over 100 years) version of this group in the United
States is the AMA, a powerful, research-conscious organ that is well
aware of its ability to control its membership.
Sanctions, or the methods used to control the members of an
organization, are weak or practically nonexistent in the business

field.

Loss of a job with one firm is the only practical punishment

for the executive.
to law.

Sanctions move the discussion from ethical custom

Control over doctors is more feasible because of the AMA

and licensing rules, and more necessary because of the purpose of
their art.
The following chapter will present the summary and conclusions
of this entire investigation into the evolution of business management
toward a profession.

CHAPTER VI

SUMMARY AND CONCLUSIONS

A.

STATEMENT OF THE PROBLEM

The phenomenon of change created the problem investigated
in this study.

The key change was the separation of managership

from ownership of the business enterprise.

The managerial employee

was brought into existence to act as a substitute for the real owners.
The task of this employee is not easy, since he has many groups of
people to satisfy.

For example, he must secure satisfactory relation

ships with a multiplicity of groups, including his subordinates, his
associates, his superiors, his customers, his competitors, the
public, and the government.

The responsibilities of the manager

demand careful observation, objective analysis, and sound judgment,
traits of the true professional man.

To the extent that these traits

are used, management is more than an occupation.
The question is, how close to professional status is business
management?

Does the free enterprise system itself prevent more

stringent barriers to entering the business management field than
exists at the present?

These and similar questions produce the problem

of the professional status of the business manager in the United States.
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B.

ORIGINS OF PROFESSIONS

The Traditional Professions
The older professions arose in association with the political
and religious situation because the primary needs of the primitive
communities were protection against attack from other tribes, and
some method to explain the phenomena of nature and human life.

The

tribal chief became the key man because.he conferred tangible benefits
upon the community,
successful raids.
to him.

either by warding off attacks, or by leading
Honor to the chief was paid by offering presents

The practice of making offerings to the spirits of departed

ancestors evolved from giving presents to the chief.
Eventually, as offerings and sacrifices became more numerous,
and the ritual more complex, a special class of priests arose.

Their

functions were restricted for this particular ceremonial service.
Later the priestly class became a leisure class and was able to devote
much time to speculation and observation.
knowledge and of the profession arose.

Thus,

the nucleus of

The four professions considered

traditional and of most historic importance are the clergy, medicine,
law, and teaching.

These professions have received recognition by

the community and have shaped higher education in the universities.
It may be said that the four traditional professions have
constantly insisted on increasingly better preparation as a condition
for admission.

This demand was inspired partly by a spirit of true

professionalism and partly by a motive of professional exclusiveness.
Whatever the primary motive was,

it was sufficient to attract-young

men who were willing to strive for, and live up to, high aims.
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The Newer Professions
A newer group of professions sprang up as man struggled with
nature and himself to provide a better, longer, and more productive
life.

It is due largely to these newer professions that man has

been relieved of much of the drudgery of the past.
The chief point of contact between the old and the new pro
fessions is knowledge.

The traditional professions specialize in

knowledge which tends to build up character.

The newer groups use

knowledge which is directed toward the objective, material world.
The traditional and the newer professions meet in the demand for a
higher type of character.

The Medical Profession
One of the great obstacles to an understanding of modern
medicine is its complexity and its vast wealth of seemingly unrelated
details.

This complexity has led to specialization, which in turn

has further intensified the complexity.
Medical history is often accused of dealing with "old theories."
This reproach overlooks the fact that modern medicine, too, depends
on certain basic philosophical assumptions and scientific theories.
Present ideas will be the "old theories" of tomorrow.

Thus, history

plays a vital role in making men conscious of the value of theories
in advancing knowledge.
Medicine is not only a science; it is also an art.
primarily analytic, and art primarily synthetic.

Science is

Medicine is likely

to remain an art, regardless of efforts to make it more scientific
because medicine deals with humans and with their will power,
volition, beliefs, biases, and prejudices.

In practice, the doctor
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deals not only with specific infections,

but with sick human

beings.
Medical education is complete only if it implants certain
moral and ethical values in the future doctor.

The doctor is human,

too, entitled to a decent living for his family and himself,

and

forced to find a sound balance between sacrifice and legitimate selfinterest in the exercise of his profession.

The pressures and

temptations to lower his standards for the sake of money and popu
larity are numerous.

Fortunately,

the majority of medical prac

titioners have preserved their personal integrity and upheld the honor
and status of their profession.

C.

ELEMENTS OF A PROFESSION

To try to define "profession" is to create controversy.
Efforts at clear, concise, narrative definitions fall short of the
mark.

Perceptive writers, both past and present, prefer to use the

basic elements or criteria to achieve a definition of a profession.
Fundamentally,

this approach is an analysis of the functions to be

found in a true profession.

Chapter Two discussed these elements

at length with reference to the four traditional professions previously
cited.
The basic elements of a profession appear to be the use of
trained intelligence,

an adequate and consistent body of knowledge,

marked presence of a service motive,

clear allegiance to a code of

ethics, and existence of a strong professional association.

Sanctions

and control over the members of the profession were also discussed
as a function of professional associations.
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D.

THE EMERGENCE OF BUSINESS MANAGEMENT

Man, since his creation, has been aware that he can accomplish
relatively little alone.

Because of this, he has found it expedient

and even necessary to join with others in order to secure his goals.
Thus, the coordination of human effort is an essential part of all
group action.

Management is the function of getting things done through

people and directing the efforts of individuals toward a common
objective.
The coordination of human effort is as old as mankind, and,
therefore, it could be said that management has an equally long
history.

It would be reasonable to expect, then, a great accumulation

of writings within the discipline of management dating back many
years, but this is not to be found.

The writings of various scholars

have provided some background information from which modern management
theory has been built.

Adam Smith's book, The Wealth of Nations,

published in 1776, is the foundation of modern economic thought.
Although many of Smith's theories and assumptions have been shown to
be fallacious, his significant contribution was a rational explanation
of the economic behavior of man.

In recognition of a group of early

management scholars composed primarily of Charles Babbage, Robert
Owen, Harrington Emerson, Frank B. Gilbreth, Oliver Sheldon, and Mary
Parker Follett, it can be said that a discipline of management was
slowly being formed as early as the eighteenth and nineteenth centuries.
However, it was not until the beginning of the twentieth century that
there was a concerted effort to clarify and codify the underlying
fundamentals in the field of management.
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The Industrial Revolution gave impetus to the separation
of owner from direct contact with the firm and accelerated the
growth of managerial employees.

The scientific management movement

became recognized in the late nineteenth century w ith Frederick W.
Taylor as its founder in the United States.

At about the same time,

Henri Fayol of France was doing wor k that resulted in a classic
book which established h i m as the father of principles of management
in his country.
New ideologies starting in the 1920's modified some of the
earlier management views.
that time,

The Hawthorne experiments took place at

and proved to be the turning point toward considering the

human factor and the organization as a social entity.

Later social

scientists began to enter the area of business research,

and the

behavioral science approach to business research began.

Ne w concepts

of authority and group dynamics were created.

Another break w ith

traditional theory was the emphasis on decision theory,
more mathematical techniques.

including

Cybernetic theory of mechanical feed

back principles applied to communication and business organization has
also been a new development.

W i t h the growth of government, new

studies of bureaucracy were started by social scientists under the
leadership of M a x Weber.
The behavioral sciences of sociology, psychology,

and anthro

pology have played an important role in modifying the traditionalist
view.

The behavioral sciences have provided empirical evidence that

the problems of human behavior in large firms stem from the operations
of sub-systems within the total organization.
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E.

CURRENT CONCEPTS OF MANAGEMENT

The concepts of how a manager should, in theory, manage and
how he actually manages frequently differ.

The practice of manage

ment, in the general case, involves solving operational problems as
well as planning for the future growth of the firm.
Specialists are probably increasing faster than generalists
in modern business firms.
complexity.
medicine.

This is due largely to increased business

A similar trend has been witnessed in the field of
With more business specialists with technical training,

communication in the organization has become a significant problem.
Ultimately, most specialists develop a double vocabulary, one for
their technical associates, and another for the managers of the enter
prise.
Some empirical data was gathered by a mail questionnaire and
a comparative interview.

The results of these reinforced the major

part of the literature of the practitioners.

These results were that

management is not currently a profession, and will have a difficult
time becoming one in the present economic structure of the United
States.

F.

COMPARISONS AND CONTRASTS:

THE PHYSICIAN

AND THE BUSINESS MANAGER AS PROFESSIONALS

Chapter Five compares and contrasts the physician and the
business manager as professional men.

The analysis follows the

elements required for a true profession.
A formal education, plus governmental certification are not
necessary for the business manager, but are absolutely required for
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the physician.

A cohesive body of knowledge is growing in the manage

ment area, but is far outdistanced by the recorded knowledge in the
field of medicine.

The motives which drive the average manager tend

to be short range, giving the dominant position to profit rather than
service.

The motives of the physician appear to be service-oriented

by historical oath and by actual practice.
Codes of ethics do exist in the business field;
plurality produces one of the problems,
lack of it.

in fact,

their

that is, consistency, or

But the major problem is that these codes deal w ith legal

ideas and not with human values.

Thus,

it becomes easy for individuals

to believe that the code is rather impersonal, w h e n just the opposite
should be true.

The physician,

on the other hand, has always known a

code of conduct by w hich he has had to live.

Changes have taken

place in the doctor-patient relationship, but these are more due to
a larger doctor-patient ratio than to a change in basic ethical values.
The professional association for the business manager does not
exist according to the complete functions of such an organization.
Writers have described such business organizations more like lobbying
organizations or educational bodies.

That is, the American Management

Association acts as a center of interest rather than a guardian of
proficiency.

In contrast,

the American Medical Association has existed

for over 100 years and is powerful,
of its control over its members.

research-conscious,

In addition,

and well aware

the American Medical

Association also performs a lobbying function for its members.
Sanctions are almost impossible to exert in the business field.

Loss

of one job does not preclude securing a similar job in another firm.
However,

loss of license to a doctor means the end of legal medical

practice for him.
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G.

CONCLUSIONS

The Movement Toward a Management Profession
Is the concept of the professional business manager an image
promoted by large, mature corporations, or is it the goal of all
free, creative business managers?

Further, does this motive mark

the distinction between the spirit of the corporate manager and the
entrepreneur?

The literature surveyed reveals that it is the large

corporation and the corporate manager who are primarily interested
in having business management become a fully-recognized profession.
The entrepreneur apparently draws his status and satisfaction from
other sources.
One fact appears certain: If those interested in

managerial

professionalization continue to insist that management is a pro
fession, it will accelerate the evolution toward such a status.

This

accelerated evolution may take some illogical steps in the process,
but public pressure is what makes laws and motivates action.

The

transition toward professional status will probably occur according
to some process of natural selection, using college-trained men as
candidates.

If one of the entry requirements to apprentice manager

ship is an academic degree, the time will come when everyone in
business management will hold academic degrees.

II this happens, a

subsequent modification to true professional status with licensing
and with control from a national organization would be simplified.
Some significant contributors to management literature have
commented on the tendency for business to move toward professional status.
These writers, such as Mary Parker Follett, Lawrence A. Appley, Edward A.
Duddy, and Crawford Greenewalt, have mentioned several indices of
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professionalism.

These indices are a greater use of the scientific

approach to problem-solving,

increased recognition of a service

motive, and the tendency toward group standards and action.
Great progress has been made in each of the three areas
mentioned above, but this achievement is not sufficent to claim the
title of a profession for management.

Too many loopholes remain

whe n business management is compared wit h one of the traditional
professions.

An innovative economy does not function optimally when

staffed with conforming organization men.

Fundamentally,

the atmos

phere of individualism is never friendly to standards and ethical
rules.

Therefore,

from innovation,

the free enterprise economy gets its strength

competition, and freedom of consumer choice.

Other writers have taken a negative position on the issue of
business m anagement’s becoming a profession.
Donham,

Peter F. Drucker, Paul

and Vannevar Bush are among such critics.

The view held by

men such as these is that the business manager's primary job is to
manage an economic institution so that it will succeed financially.
The prime motive,

therefore, must be economic justification rather

than humanitarian service,

though these two are not incompatible.

The author is in agreement that the manager's primary responsi
bility is to guide the enterprise toward financial strength.

But since

the manager does this through coordinating the efforts of other people,
company objectives and human effort are not mutually exclusive phenomena.
The scientific management movement,
engineers,

though promoted principally by

did recognize the benefits of treating workers as indivi

duals having personal worth.

Therefore,

the alert manager is cognizant

of the value of the human relations approach to his function.
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The history of the businessman and his status in the United
States is well-documented with evidence as to his low, then
questionable, and barely acceptable status as a craftsman.

The

manager, regardless of personal merit, inherits this inglorious
tradition.

The managerial employee has existed only for a short

time, and this period has not been long enough to create a new and
substantially higher opinion of business as an occupation.

In short,

some public prejudice against business in general, which includes
management and the manager as an individual, probably exists in the
United States*

This alone could explain why some persons are eager

for business management to become a profession.

If this motive is

true, it is indeed a shallow reason, and not likely to cause a
beneficial change in the business system.

The following subsections

will consider the questions, is management now a profession?,
can management become a profession?, and will management become a
profession?

Is Management Now a Profession?
According to some present-day management theorists, the pro
fessional manager makes his contribution by optimum use of the
abilities and efforts of other people.

Terminology and egocentric

business titles hinder clear definition and understanding of who is
a manager, and what his actual activities are.

In practice, as many

as five or six managerial levels are found below the president of the
company.

The difference between the objectives, functions, and view

points of these supervisors and the top manager is great.

It must be

concluded, therefore, that there are positional requirements for being
classified as a professional manager.

Such an approach is not found
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in any of the traditional professions.
complete,
physician,
hand,

Once their training is

and the license or certificate granted,

the clergyman,

lawyer, or teacher is a professional person.

the business manager has no entry criteria,

requirements, or licensing provisions.

On the other

formal educational

Therefore, he cannot be

given full recognition as a professional man.

Gan Management Become a Profession?
Management can become a profession, but only through significant
changes in business practices and in the free enterprise system.
Certification or licensing of persons to practice management,
limitations on entry into the profession,

and strong association

sanctions would have to be applied to attain traditional professional
status.
It may be that people who manage really want more group
recognition or status,

and they believe that being a part of a

profession will produce this additional recognition.

This view

recognizes only the benefits, but none of the responsibilities of
professionalization.

The author did not find a single piece of

literature w hich stressed the disciplinary aspect of being in a
management profession.

The task of controlling the members is not

pleasant, but this task is essential to gain professional standing.
The desire for status may be satisfied with changes other than becoming
a profession, such as adoption of an ethical code w ith some enforce
ment power behind it.

Practicing managers may find that their desire

to upgrade their occupation will be satisfied with changes of a less
demanding nature.

In the final analysis, it is probably not necessary
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to make management conform to traditional professional standards;
indeed, it may not be a practical possibility because of our economic
system,

Will Management Become a Profession?
Management will probably not become a profession in the
traditional sense.

The comments of the preceding two subsections

stand as reasons for this conclusion.

The free enterprise system

will not permit the restrictions and control necessary to create
a profession of business management.

Business associations and

companies alike have long complained of over-control by government
in the field of business.

Additional controls would probably be

rejected however noble their goal, short of winning a war.
The increasing skill of the present manager is frequently cited
as one reason for his becoming a professional man.

The performance

of a professional service presumably involves a series of unusually
complicated operations, mastery of which requires lengthy training.
However, some non-professional ouccupations actually involve a higher
order of skill than some professional ones, £.£. , tool-and-die
making or diamond-cutting involve more specialized skill than nursing
or social work.
ism.

Therefore, skill itself is not the key to professional

The crucial distinction is this:

the skills that characterize a

profession flow from, and are supported by, a fund of knowledge that
has been organized into an internally consistent system called a
body of theory.
The lack of a consistent body of management theory has been
cited.

However, management and organization theories are becoming
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more accurate and more consistent.

The behavioral science approach

has great potential in aiding the development of a sound body of
management theory.

But, management is prevented from becoming a pro

fession until such a body of knowledge does exist.
Investigating the literature and surveying a small sample of
company presidents have led the author to agree with Peter F. Drucker
that management is a practice which has elements of both a profession
and a science.

In the final analysis,

is business performance.

the ultimate test of management

Corporate achievement rather than professional

knowledge is the goal of the manager and the proof of his ability.
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APPENDIX

APPENDIX A
L o u is ia n a S t a t e U n iv e r s it y
a n d

A g r ic u l t u r a l a n d M e c h a n ic a l C o l l e g e
C O LLE G E O F B U S IN E S S A D M IN IST R A T IO N
BATON R O U G E 3, L O U IS IA N A

April 17, 1963
DEPARTMENT OF MANAGEMENT AND MARKETING

President
Company

Dear M r ................. , :
The American Institute of Management has recently published a
book called The Appraisal of Management, In this analysis,
designed primarily for executives and investors, the names of
73 companies were listed as having excellent managements.
Your company is included in that list. Consequently, your
opinion will be greatly valued.
I would appreciate having the
completed questionnaire by May 1 so that I may provide copies
of the results to executives who desire them.
Is business management a profession? This question has been
argued over the years, but recent articles and speeches are
stressing this topic more than ever before.
In an effort to
gain an insight into the thinking of top executives in out
standing companies, I am asking your cooperation in completing
the enclosed brief questionnaire.
A stamped envelope is included
for your convenience.
The results of this study will become a
part of my doctoral dissertation which is being supervised by
Dr. Leon C. Megginson.
While students of business, researchers, and writers have pro
duced a large amount of literature on this topic of pro
fessionalization, the top executive remains the key to business
policies and future developments.
Therefore, the views of
prominent executives, such as yourself, are vital to building
an accurate picture of American business.
Sincerely yours,

Richard E. Dutton
Enclosure
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(Strictly Confidential)

APPENDIX B

Top Executive Study
on
Professionalization in Business Management
1.

Do you believe that business management is a profession now?
Yes
No
Why?

2.

In order to be considered a profession, business management must meet which
of the following criteria?
a.
b.
c.
d.
e.
_£.
g.

3.

Use of formally trained intelligence.
Optimum profit position as the goal.
Application of the methods and results of scientific advances.
Application of marginal cost/revenue analysis to production
or service.
Motive of service to society must exceed motive of service to
self.
Membership in an association which contributes to advances in
the field,
Allegiance to a code of ethics.

Some writers of business articles have commented that as long as the
free, enterprise system exists with its "open economic opportunity,"
a profession in business managment is impossible.
a.

Do you believe this statement is true?

Yes

No

Why?

4.

Business men often use different terms or define the same terms differently.
Do you believe that this has any bearing on business as a profession?
Yes
No

5.

As an executive, do you use tested theories or principles to aid you in
your job?
Yes
No
For example:

6.

Do you believe that business has developed an adequate and consistent
body of knowledge?
Ye s
No What is the basis for your opinion?
(over)

7.

Deviation from standards and lack of self regulation produces govern
mental intervention in business. How harmful is this?
Very
Moderately
Slightly
Not harmful

8.

In 1924, at Cleveland, Ohio, the Chamber of Commerce of the United
States adopted a 15-item list entitled "Principles of Business Conduct."
Do you agree with this list of principles?
Yes
Nc

9.

A corporation is an entity, a "person" under the law. In what way does
this affect the executive's obligations or responsibilities?

10.

Does business have a fundamental obligation to educate the public on
goals, general policies, and basic economic facts?
Yes
No

Why?

\
11.

If you would like to have a copy of the results of this questionnaire,
please write the mailing address below.
(No specific company or personal names will appear in the results.)
Name:
Address:

Thank you for your cooperation.
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